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is  originally  planned  in  1913,  as  a  sequel 

World  of  Labour        1  aside  on  th« 

<-ak  of  war;    but  during  the  past  year  I  have 

1  added  so  much  new  matter 

as  to  inai  11  v  a  different  book. 

Various  portions  of  it  have  appeared  in  various  news- 
papers   between    1914    and    the    present    time.     Tht 
I  owe  to  the  New  Age,  in  which  several 
s  appeared  in  th<  uilform     Ai 

<T  is  based  upon  a  series  of  ar  •  i  •  h  appeared 

in  the  Nation.     Other  portions  have  been  published  in 

kurch  S.  the  Herald,  the  Highway,  an 

Labour  Lead 

I  owe  so  many  debts  to  friends  who  have  helped 

tdggesl  i^ms  tha 

of  thanking  tlu-ni  indi\  idu.ilh     1  picfcr  to  thank 

G.  D.  H.  COLL. 
LONDON.  Junt.    1917. 
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SELF-GOVERNMENT  IN  INDUSTRY 

CHAPTER   I 

INTRODUCTORY  TO  THE  EDITION  OF  1919 

M  not  satisfied  with  this  book  ;   but  I  do  not  know 

\c  thai  it  includes  some  of  • 
ipoitant   things  that    I   ha\v  written;    but    I 
fully  recognise  that  it  is  not  so  i  hook  as  a  series 

•  IK h  iit  studies  in  the  problems  of  Trade  Union- 
and  National  Guilds.     In  revising  it  for  th 
edition   1  have  done  no  more  than  excise  two  chap; 

nal  in  character  and  have 
iii  son  d'ttrc  in  this  bm>  time  at 

1  do  not  to-day  agn<   with  every  statement  that  is 
maclr  in  this  book.     Many  things  are  here  stated 
too  dogmatically    for   truth    or    likelihood      \\ :.-  n    I 
It  that  the  chief  need  of  the  day  was  to 
e  body  and  definiteness  to  t  M  idea,  • 

:ig  prematurely  dogmatic  or  even  abso- 
lutrly  \M«  ng.     I  do  not  repent  of  taking  this  course  ; 
ulespread  public  dis<  hat  has 

I   \\rou    has  been  helped  to  t 

deli;  ipe  by  some  of  tl  id  proposals 

which  1  put  forward.     Asa  icbult  of  these  discussions, 

A 
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Guildsmen  have  learnt  to  be  less  dogmatic  than  they 
were,  not  because  they  believe  less  in  National  (iuilds, 
but  because,  as  National  Guilds  come  nearer,  ih< 
complexity  of  the  problems  of  social  structure  involved 
in  the  Guild  system  are  of  necessity  more  clearly 
^ed. 

Two  great  changes  have  come  over  the  social  situa- 
tion since  the  studies  in  this  book  were  written.     Ifi 
thf  first  place,  State  Socialism  or  Collectivism,  a 
creed   capable    of   inspiring   idealism    among    decenl 
people,    is    dead    and    buried.     Secondly,    th< 
appeared,  in  the  Soviet  system,  a  new  form  of  social 
structure    with    which    every    social    theorist    has    to 
reckon. 

When  I  say  that  State  Socialism  is  dead  and  buried, 
I  do  not  mean,  of  course,  that  the  movement  toward- 
State    intervention    in    industry   is    over.     Far    from 
it.     The  State  has  immensely  extended  the  sphere  of 
its  industrial  and  economic  action,  and  much  of  tin 
extension  is  certain  to  be  permanent.     But  the  v 
extension  of  State  action  in  practice  has  greatly  IK  1 
to  cause  the  downfall  of  Collectivism  as  a  form  of 
Socialist  theory.     The  State  has  become   thoroughly 
unpopular;   and  no  one  who  is  at  once  a  den\o 
and  young  enough  to  change  his  mind  is  likely  a^ 
to  build  a  theory  upon  the  universal  competence  of 
State  action. 

The  downfall  of  State  Socialism  has  opened  the  way 
for  other  forms  of  Socialist  theory  ;  but  no  new  theory 
has  yet  succeeded  in  establishing  itself  firmly  in  tin- 
vacant  place.  There  is,  indeed,  almost  general  agree- 
ment among  the  younger  Socialists  and  Trade  Unioi 
that,  in  the  coming  free  Society,  the  actual  administra- 
tion of  the  various  industries  and  services  ought  to 
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<•« 

thnnsrlvrs.  .uild  S«» 

«-rs 

profess  no  '  -ism  '  at  all  ;    l>u  point 

agree  mi  -iit    ceases.    There    is    no    common    Attitude 

M'wSocit' 

no  common  n  tin-  question  ate 

will,  or  will  not.  coi 

to  tl  1  organisations  of  tin-  wik.is  in  the 

or  on  the  type  of  CM  ion 

win*  h  should  succeed  it  in  the  evei 

I'liis  hick  of  agreement  no  doubt  arises  in  part  from 
real  differences  in  principle  and  attitude  among  th«- 

s  concerned ;    but   it  also 

n   part  from  a  failure  to  agree  on  the  facts. 

\\  ue  actual  character  of  the  State  to-day  ?  ' 

D  which  nu-ht  be  answered  without  serious 

disagreem-  :  t  is  generally  recognised  among  the 

>us  schools  of  thought  concerned  that   the  State 

ly  operates  as  the  protector  of  prop* 

and  •  -11  of  the  economically  dominant  (lass. 

if   we   ask   \  the   fundamental   character  of 

tc  as  a  form  of  social  institution,  there  will 

certainly   be    no    such    ready   agreement   among  the 

11  be  gi\ 

1  hr    i  always   regarded    the   State   ; 

potentially  at  least,  the  representative  and  protagoi 
of  the  consin i  •  i       \\  lu  n  they  argued  ii  of  the 

State  ownership  and  State  management  of  indust: 

did  so  explicitly  on  the* ground  that   industry 
ought  to  be  owned  and  managed  by  and  on  behalf  of 

ers.    They  regarded   the  State  ai 
local  authorities  as  greater  and  more  inclusive  kinds 
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of  Co-operative  Societies,  and  held  that,  with  the 
establishment  of  effective  democracy  in  |><>lin  5,  tin- 
consumer  would  enter  on  the  control  of  all  industries 
UK!  services. 

When  Guild  Socialists  began  to  argue  with  the 
Colh •(  tivi-ts,  most  of  them  accepted  the  Collect  i 
analysis  of  the  State,  and  endorsed  the  deimitiu: 
the  State  as  representing  the  consumer^  1 1 ap- 
pointed out  to  the  Collectivists  that  control  by  tin- 
consumers  would  not  establish  industrial  democracy, 
and  demanded  direct  control  by  the  producers  » 
the  various  industries  and  services.  At  the  same  time, 
they  recognised  the  right  of  the  consumers  to  an 
important  share  in  control,  especially  in  deciding  what 
things  should  be  produced  and  at  what  prices  tln-y 
should  be  sold  or  under  what  conditions  distributed. 
Accepting  the  Collectivist  definition  of  the  State,  they 
concluded  that'  the  problem  of  the-  relation  between 
producers  and  consumers  in  the  control  of  industry 
could  be  identified  with  that  of  the  relation  between 
the  Guilds  nationally  and  locally  on  the  one  hand, 
and  on  the  other  the  State  and  the  local  authorit 
They  therefore  advocated  State  ownership  and  duild 
control  of  industry,  and  devised  a  machinery  of  joint 
action  between  the  State  and  the  Guilds  to  settle 
points  of  difference  or  questions  affecting  producers 
and  consumers  alike. 

Many  Guildsmen  were  throughout  discontented  with 
this  theory ;  but  it  usually  carried  the  day,  because  those 
who  believed  in  it  knew  clearly  what  they  wain 
while  its  opponents  we're  as  a  rule  content  with  rather 
negative  criticisms,  or  at  least,  when  they  present* -d 
alternative  views  in  constructive  form,  failed  to  sec 
general    acceptance    for    them.     Gradually,    however, 


!   a   •  «-w   upon  one   fun«! 

least    bccan  rolonged 

v   raged  between    M  on  and 

in  from  time  to 

•ii    were 

|   New  Age  writers  1  upon  the   sovereignty  of 

^  an  ess*  :ild  do,  trim        I'hey 

used  to  rega: 

sen'  rotector  isted 

n  was  nothing  other  than  tin-  exercise 
ie    ultimate   represe 

as  something  apart  from  and 
the  point  of  producer  or  c< 

it  the  control  •  try  should  be  in 

•  uilils  of  produ-  I  held  that 

in    th«-    normal   case,  -uld   adequa 

-t    (»f    tht*   c.  ax    w,  11    a 

y  desired  to  preserve  the  ultimate 
ie  State  as  owner  of  the  means  of  pro- 
i.  the  State  as  owner  representing  men  not  as 
f  consunieiN  but  as  < 

A  curious  position  thus  arose.     Mr.  Hobson  and  his 
:«•    tn  in    in    their    :  -tate 

nt\-  in  the  economic  as  well  as  in  other  sphe: 

>hould  play  any 

.  part  at  all  in  the  normal  conduct  of  industry,  or 
>gnise  the  need  for  any  continuous  representa- 
i  of  the  miiMimer's  point  c»f  a  to 

organisation  of    production.     Theoretically. 

!    for   the    >t.it«-   an    unlimited   authority;    but 
iall\     they  ibly 

n  those  of  us  who  desire 

al  sphere  of  authority. 
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Those  of  US  who  took   tin-  othei  -ide  nr.uvd   thai    in 
tin-    organisation    of    the    communal    ind'.  and 

ices  there  were  two  distinct  pnints  of  view  t«> 
considered — the  point  of  view  of  man  as  a  pmd 
or  Tenderer  of  s<  and  the  point  of  view  of  mai 

a  consumer  or  user  or  enjoyer  of  the  SCM 
1     argued    that    the    Guilds — industrial    and    civil — 
represented  men  in  the  former  aspect,  while  tl 

1  the  local  authorities)  represented  them  in  t In- 
latter .  I  denied  that  either  form  of  organisation  could 
be  regarded  as  superior  to  the  other,  and  in>iMed  that 
each  was  complementary  to  the  other.  I  therefore 

ted  the  theory  of  State  so  v,  and 

on  the  co-sovereignty  of   the  Guilds  and  the   S* 
in  the  economic  sphere,  a  co-sovereignty  possibly  to 
be  shared  with  other  bodies  in  other  spheres  of  s< 
action. 

I  no  longer  believe  that  I  was  complet  i.  oc 

that  Mr.  Hobson  was  completely  wnnuj,  in  this  contro- 
versy.    I  am  as  strongly  opposed  a-  ever  I  was  to  the 
theory  of    State   sovereignty;    but   I   am   no  loi. 
satisfied  with  the  State  as  the  final  and  only  repi 
tive  of  the  consumers. 

In  arguing  that  the  State  was  the  representative 
of  the  consumers,  I  never  sought  to  deny  that  the 
State  has  also  other  functions  outside  the  economic 
sphere.  I  was  only  trying  to  define  the  economic 
functions  of  the  State,  and  not  all  its  functions.  I 
took  my  stand  upon  the  view,  or  rather  the  fact,  that 
the  State  and  the  local  authorities  are  primarily 
geographical,  or  '  neighbourhood  '  organisations,  and 
therefore  lit  ted,  among  other  things,  to  express  the 
point  of  view  of  the  consumer  or  user.  The  structure 
of  Trade  Unions  or  Guilds  is  industrial  :  they  select, 


7 
tr  area,  those 

>W     a     paitlt  ill. H       .-  IK      111      .1 

••y  are   therefore 

maiked  <  ic  organ  •  men 

as  producers  or  service-renderers.    The  ire  of 

a  Tou  <.n  the  «.thei   hand, 

is  geogra;  .  !•-  all  the  persons  who,  as 

vrs  togeth*  i  \\ithin  a  purtii  ul.ir  aiea,  have  o 

11  hold  th.it  this  analysis  is  fundamentally  sound, 

and  that,  \vlulr  the  i  of  industry  ou^ht  to 

nvd  in  the  haii'  functional  organisations 

tlu-  ultimate  control  ou-ht  to  be  shared 

-e    orga!  ta    and  »>urhood ' 

organ;  n  as  consumers  and  users. 

Hut  1  hrlirvr  that  my  {>  'ence  on  the  State  as 

the  typical  '  neighbourhood  '  organisation  was,  to  say 

• .  mNradinu'.  and  that   tin-  tin-. 
put    forward    on    this    point    needs    to   be 
reconsidered. 

uoment  leave  the  State  out  of  mind 
and    mn>idiT    only  ndamental    character    of 

hbourhood  '  organisation.     Clearly.  th< 
h  organisation  will  have  the  great 
at  tlu  point  at  \vl  ommon  needs  of  its  members 

>»t  intense.     In  a  free  Society,  I  believe  that  this 
ity    would    be    greatest    within    comparat: 
small   areas,  and  that   accordingly  '  neighbourhood  ' 
organisation  would  tend  to  express  primarily 

as  a  local,  and  only  secondarily  as  a  national  or  r 
national  force.     An  intenser  community  of  need  would 
:nd  in  tl  <>r  shall  1  say  rommune  ;>.  or  at 

in    the    '  Ke-ion  '    oi  than   in  any 

national  or  international  form  of  association.     I  do 
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i 

not  in.  .HI  that  any  of  these  would  exclude  the  oth 
hut  only  that  the  point  of  maximum  intensity  would  be 
local  or  regional. 

Obviously,  the  Guild  and  '  neighbourhood'  01 
isation  of  such  a  Society  as  I  am  envisaging  would  1 
to    run    on    parallel    lines.     If    the    'neighbourhood' 
organisation  were  strongly  localised,  the  (iuilds  would 
have  to  be  strongly  localised  as  well.     Readers  of  this 
book  will  see  that,  in  the  chapter  on  '  Freedom  in  tin- 
Guild/  I  have  given  reasons  for  supposing  that,  in  a 
free    Society,    industrial    organisation   would    show   a 
strong  tendency  towards  local  autonomy.     The   two 
things  therefore  run  together,  and,  in  its  fundamental 
character,  Guild  Society  must  be  envisaged  even  more 
as  a  local  than  as  a  national  or  international  parti 
ship  of  producer  and  consumer,   or  service-rend 
and  service-receiver. 

The  use  of  the  term  '  State  '  tends  nowadays  to 
obscure  this  essentially  local  character  of  fully 
developed  Guild  Society.  For,  when  we  think  of  a 
'  State,'  most  of  us  no  longer  think  of  the  City-State 
of  Greece  or  of  Rousseau's  Social  Contract,  but  of  the 
national  or  super- national  State  of  the  modern  world. 
And,  to  a  certain  extent,  it  is  necessary  and  desirable 
that  we  should  so  think,  especially  when  we  are  dealing 
with  the  period  of  transition  from  Capitalism  to  duild 
Socialism. 

Under  capitalist  conditions,  both  economic  and 
political  organisations  tend  to  assume  colossal  propor- 
tions. Industry  and  finance  tend  to  the  national 
and  international  trust  or  syndicate  :  political  organ- 
isation achieves  integration  in  nation.il  States  and 
Empires.  It  is  already  manifest,  even  within  the 
British  Empire,  that  democracy  involves  a  reversal 


0 

process ;   and  the  tend 

n  those  con 

have  taken  place.     This  docs  not  necessarily 

ic  groups  of  capital- 

l.ill   M  Hid.  l«  : 

a  vast  spread  of  deer:  ion,  or 

.1    of    dissolution    followed   by    re  i  ion    on 

.!  lines. 

ition  of  labour,  both  \ 
and  industiially.  ly  compelled  to  follow 

liMn   and   t 

Sta'  -  happens,  and  happens  inevitably,  wh 

evei  m  catastrophic  i 

uite  obj«  ie  conquest 

economic    and    politic al    institutions    of    Capital; 
it    has  to  adapt   its  <  to   the   pa 

objects  which  it  has  in  view.     Politically,  it   forms  a 
party  and  contests  parliamentary  and"  local  eh 

•.illy,   it   forms  national  Trade  Unions  which 

I  to  closer  and  closer  combination  for  the  purpose 

the  massed  organisations  of  Capitalism  on 

equal   tci  '.es  towards  large-scale 

or£  n  and  centralisation,  however,  clearly  arise 

n   in   which    Lab- an    find-   ; 
present.    They    prove  .th    regard    to 

form  of  orp  ^  ill  choos<  win  n 

Capitalism  has  been  overt! 

lnd«d    wl  he  sudden  dissolution  of  the  old 

order,  or  the  conscious  adoption  of  catastrophu  methods, 
abs  necessity  of  working  within 

institutions  of  Caj  udency  to  local 

OT^  n    at    once    makes  manifest 

of  Soviet   Russia  •  of  Sp 

ue,  in  a  far  more  limited  degree, 
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of  thi«  rank  and  file  movements  whi«  h  have 
up  among  the  workers  in  this  country.  Whether  or 
:i>  form  of  organisation  is  tin  right  one  for  con- 
summating the  overthrow  of  Capitalism,  there  can  be 
little  doubt  that  the  localising  tendency  will  assert 
itself  very  strongly  indeed  in  a  free  and  demo- 
Society. 

Let  us,  then,  once  again  put  the  misleading  \\<>r<l 
'  State  '  out  of  our  minds,  and  try  to  see  what  form  or 
forms  of  organisation  or  representation  would  be 
necessary  in  a  free  Society  to  express  the  standpoint 
nf  men  as  consumers,  users  and  enjoyers  of  goods  ,m<l 
services,  as  persons  with  a  common  concern  in  tin 
satisfaction  of  common  needs.  If  we  are  to  do  this, 
we  must  first  enquire  what  are  the  needs  that  have  to  be 
fulfilled  :  we  shall  then  be  in  a  better  position  to 
suggest  the  best  means  of  securing  their  fulfilment. 

Take  first  the  individual  needs  of  an  ordinary  citi/en. 
He  or  she  needs  to  be  housed,  and  the  need  for  housing 
includes  the  need  for  furniture,  for  textile  fabrics  and 
for  many  other  amenities.  Secondly  he  or  she  needs 
to  be  fed  and  clothed  and  provided  with  an  infinite 
variety  of  household  and  personal  requirements,  from 
books  to  house-flannels  and  from  beer  to  cod-liver  oil. 
These  are  purely  personal  and  domestic  requirements, 
which  do  not  take  us  beyond  the  ordinary  citizen  or 
family,  or  include  any  reference  to  goods  or  services 
of  a  more  communal  character. 

Then  there  are  needs  of  a  rather  more  communal 
sort  which  lead  us  at  once  beyond  th<-  individual 
person  or  family  into  the  life  of  a  wholr  neighbourhood. 
Water,  light,  heat  and  sanitation,  roads  and  open 
spaces,  trams,  'buses  and  perhaps  taxim<-t< r-cabs, 
places  in  which  to  eat,  drink  or  be  enteitained,  in- 
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1  or  stirred  to  em  ned  or 

.  h<>ld  meetings,  and  places 

h  to  pra  ire  so  minded.    Then  th«-i<-  are 

schools  and  colleges,  hospitals  and  medical  service, 

mtl.-ss  »•  il  needs  which  will  exisl  in  any 

a  of  society.    All  these  are  needs  of  the  d 
i  single  they  never  stir  beyond 

:ies  into  the  world  beyoi 

>mc   needs  whose   communal   charact. 

than  local.    To  local  transport  by  road 
be  added  natioi  -port — nati< 

f    shipping,    doubtless    in    th- 
at of  nan  <>rt  by  road 
1   by  air.    To  local  means  of  comimn.  by 

t  be  added 

is  of  postal,  telegraphic  and  telephonic 

communi' ation.     M  many    of    the    services 

mentioned    above,    and    many  others,    have    aspects 

which  are  national  as  well  as  local.     The  vileness  or 

ice    of    the    hotrls    in    London    concerns    the 

more  than  it  cono  London- 

Last   comes  the  growing  volume   of   ;  lonal 

by   sea,   air,   road, 

or    tumu  1.  int.  .d  communication  by  post, 

.;raph,   telephone  or  wireless — all  these  the  keys 

to  .1  itional  exchange  of  material 

ideas. 
No:  >nal,  not  i  local,  service  to-day  that 

t(  rn. itional  bearings  and  complications. 
In   .ill    tlu^  rssrnti.dlv  incomplete  anal\   >    I 
1  li.ndlv  a  word  of  the  great  produ 

i  Qg   in   terms  of 

indi\idual  needs,  whrt:  .  local,  national  or 

international   in  charact <i      Very   broadly   speaking, 


12  INTRODUCTORY 

the  great  national  industries  to-day  do  not  come  into 
direct  contact  with  tin-  individual  mnsumer,  or  even, 
:oalinr  nt  in  the  Co-operative  1M"\  <mmt 

and    perhaps    in'  the    municipal    services,    with    the 
associated    consumer^        :         middl. -man    or    indirect 
or  intermediate  consumer  stands  between  as 
merchant,  wholesale  or  retail  distributor.     Thus,  when 
we  look  at  the  satisfaction  of  need  the  great  produc- 
tive industries  largely  drop  out  of  >ii;ht.  and  onl\ 
smaller  industries  as  baking,  tailoring,  and  other  forms 
of  domestic  or  personal  supply  remain  partial  1\ 
to  a  diminishing  extent,  in  view. 

It  will  be  noticed  that  in  the  foregoing  analysis- 
win,  h,  let  me  say  again,  I  do  not  mean  to  be  complete 

ive  grouped  together  indiscriminately  the  needs 
\vhieh  are  ordinarily  called  economic  and  those  whirh 
would  often  be  regarded  as  non-economic  in  character. 
In  doing  this,  I  do  not  mean  to  imply  that  the  dit'f, 
is  unimportant  ;  indeed,  its  importance  will  appear 
at  a  later  stage  in  the  argument.  What  I  am  concerned 
with  here  is  to  point  out  that,  if  we  consider  purely 
the  '  spread '  of  human  needs,  there  emerge  four 
categories  more  or  less  clearly  distinct — don 
and  personal,  local  or  regional,  national  and  in  t  •  rnational. 
I  do  not  mean  that  each  group  is  clearly  marked  off 
from  the  others,  but  I  think  that  in  broad  outline 
each  of  the  groups  is  sufficiently  distinct. 

t  comes  the  group  in  which  the  element  of 
individual  taste  and  choice  is,  or  should  be,  predominant, 
and  in  which  variety  in  production  and  consumption 
is  of  the  greatest  possible  importance. 

Second  comes  the  group  in  which  there  nnM  be 
local  uniformity,  at  least  to  a  certain  extent.  This 
does  not  exclude  a  considerable  degree  of  local  variety 


13 
and  choice — ch  Chouse 

il.ill      •'! 

each  man  or  family  <  annot  have  absolutely  til:: 
choice,  because  icd  are  to  some  ex- 

..dlv    communal       1:  .:roup,    ' 

degree  of  local  m  but 

no  inherent  iv.i  -rial 

:  the  d.i:  >nal 

niity 

1    to  a   •  Local    ti 

services,  local  telephones,  and  local  postal  d< 
can  no  doubt  be  largely  determined  by  local  opinion  ; 
but   they   must    tit    into   a    national   srl  ind    the 

national  co-ordi  uust  be  paramount. 

t   comes  the  group  in  wlmh   international   uni- 

not  absolutrly  impt-rative,  is  at  least  hie 
desi  .  Ttain  to  develop  as  the  nations  ^: 

al  and  sprrii 
mine  tlu-  proj.rr  f«»nn 
of  i  :i  as  consmin-rs  and  iix-r>  of  these 

us    ivpes   of   services,    we   shall 
progressed  a  long  way  tov  Q  of 

.ild   ScK-iety.      \\'r   >hall 

6    still    to    deal    uitli    the    problem    of   con- 
repres*-:  :n  the  bii^  indus1 

•he  great  Ids;    but  we  may  \\ell  imd 

that  tli  il..\v  logically  from  I  shall  li. 

already  detemui 

Let  us  begin  with  tlu  first  i^roup,  and  let  us  see  first 
ho\\  .-roup,  ti.  :sofser 

ild  be  organic d  in  v.     Cle;r 

have  at  least  two  gi  i  nuinb«  : 

Ids  to  consid.  ;       The  Building  Guild  falls  within 
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this  trrnup  to  the  extent  (I  hope  an  increasing  one) 
to  which  imli vi duals  actually  choose,  or  order  to  be 
built,  reconstructed  or  decorated,  their  own  lion 

n    the   Distributive  Guild   will  be   the   means  of 
supplying   most   of  the   domestic   or   personal   needs 
which  are  the  product  of  factory  or  other  lari;.--- 
industries.     Thirdly,  a  whole  group  of  Guilds  of  small- 
scale   producers   or   at   least   purely  local   produr 
bakers    and    confectioners,    tailors   and    dressmakers, 
furniture  makers  and  many  others,  will  also  be  mainly 
concerned  with  the  supplying  of  individual  or  dom< 
needs  under  conditions  admitting  of  a  wide    vari 
of  taste  and  choice. 

In  so  far  as  the  relations  between  producer  and  con- 
sumer in  these  cases  require  organisation  at  all,  or 
pass  beyond  the  stage  of  purely  personal  relations!) ip. 
I  believe  the  Co-operative  Movement  to  be,  within  this 
vastly  important  sphere,  by  far  the  best  means  of 
representing  the  consumer.  I  want  to  see  these 
industries  of  production  and  distribution  organised 
in  local  Guilds  working  in  the  closest  possible  con- 
junction with  the  Co-operative  Movement  on  the  same 
lines  as  I  suggest  in  the  body  of  this  book  for  joint 
working  locally  by  the  Guilds  and  the  municipality, 
A  Co-operative  Movement,  dominated  largely  by 
housewives  (or  will  it  be  by  their  house-husbands?), 
and  concentrated  on  the  one  function  of  expressing 
the  consumers'  point  of  view,  is  the  best  possible 
form  of  organisation  so  far  as  this  group  of  services 
is  concerned. 

When  we  pass  to  the  second  group,  we  have  a  more 
difficult  and  complex  problem  to  consider.  We  are 
now  in  the  sphere  of  those  '  public  utility  '  services 
which  have  come  to  be  regarded  as  falling  within  the 
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•  I    mum.  ij'.il    trading   Oi 
.il  authority  of  one  sort  01  ind 

•he   great   local  and   national   services  of   public 
health  nd  also  of  m  is  of  public 

:nment  and  woi  are 

ite  profiteers  or  of  voluntary 

associati  l-i..,n    t:  Id    point    of    view    no 

v  arises,     Indu  il  organise  • 

.l>li«-    utility    KrviceS,    < 
of  thr  of  Education  and 

1th      MUM.  .    drama   and    other    forms    of 
i  iv  fully  Misreptible  nf  ( ,uild  organisa- 
<  bun  bea  are  really  Guilds  of  religion,  and  tin 
is  of  Church  government  assume  every  year 
more  and  more  a  Guild  aspect.     What,  then,  are 

or  users',  or  neighbourhood  organisations 
whuh  correspond  to  the*  and  quasi-Guilds, 

and  ;  :n  conjunction  with  tin- 

Broadly  speaking,   1  i    it  is  a  right  tendency 

'  places  the  representation  of  users  of  these  services 
the  hands  of  local  or  neighbourhood  bodies  eld 
:ini\vrsal  suffrage.     I  do  not  think  \\v  ha\v  found 
tin-  eas  for  such  bodies,  and  I  b 

ncy   to  concentrate   all    the    fun«  lions 

described  above  in  the  hands  of  a  single  body.     Repre- 

iie   communal,    or    neighbours',    point 

of  vi«-\v  in  :  to  education,  for  instai  uld, 

I  think,  rh-arly  be  in  t  Is  of  a  body  chosen  for 

t   purpose  especially  ;     for  it   rails  for  a  differ 
kind  of  personality  and  in  >m  the  Mijvrvision 

ofil  n        1  ^   n  i  di :  .1      a  special  neighb 

hood  body  dealing  with  ai  and  things  of  the 

nund.  \\ith  education  for  adults  as  well  as  child: 
i   libraries,  wit!  res,  cinemas,  lecture  halls. 
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museums,  parks  and  open  spaces,  statues  ;m<l  public 
buildings.  Then  I  would  have  a  distinct  neighbour- 
hood body  dealing  with  utilities  with  transport  and 
communication,  water,  li^ht  and  heat,  restaurants 
and  hotels,  and  with  many  other  forms  of  communal 
supply.  Then  for  health  and  housing  perhaps,  tin 
I  am  not  sure  of  it,  a  third  in -i^hbonrhood  body — each 
body  working,  of  course,  in  close  conjunction  with  t In- 
appropriate Guilds  and  other  voluntary  agencies, 
and  none  making  its  business  the  regulation  of  those 
things  which  are  best  left  unregulated. 

The  fundamental  reason  for  this  variety  of  '  n 
bourhood  '  bodies  is  one  with  the  reason  for  tin-  whole 
functional    organisation   of   Society.     Different    ki 
of  men  are  the  right  men  for  doing  different  kinds  of 
jobs,  and  the  problem  of  democratic  efficiency  is  that 
of  getting  the  right  men  into  the  right  places  by  popular 
choice.     In  the  case  of  the  Guilds  this  is  secured  by 
means  of  a  vocational  electorate  :    in  the  case  of  tin- 
neighbourhood  forms  of  organisation,  it  is  not  pra( 
able    or  desirable  to  divide  the  electorate,  but   r 
practicable  and  desirable  to  define  clearly  the  purpose 
of  the  election  and  the  function  to  be  exercised  by  tin- 
elected  person.     To  elect  a  single  body  to  do  all  manner 
of  quite  different  jobs,  in  the  hope  that  somebody 
who  is  good  at  each  of  them  will  get  elected  mon 
less  by  accident,   is  folly  and  the   negation   of   real 
democracy.     It  is  one  of  the  poisons  that  spoil  both 
national  and  local  politics  at  the  present  time. 

If    local    government    areas    were    reorganised    on 

sensible   lines,    this   division   of   function    would    not 

m  an  increase  in  the  number  of  local  elections, 

and  certainly  not  in  the  number  of  qua-i -ind< -p. -ndt -nt 

local    authorities   which    exist    at    the    present    time. 
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I  b<  is  a  great  future  before  the  '  region  ' 

or  t  as  an  area  of  local  adn 

and  will  be  both  necessary  and  desiral 

c  powerful  regional  Guilds  work 

in  .'h    regional    G  larger 

economic   a  ito   tin-  n    fully 

me    too    •  for  SOmt'    <>f    Its   deVelop- 

will  mil-. 

iv  nn  the  economic  side  to 

C.  1  >n  '  The  Natural  Divisions 

records  of  •  hods  of  coal 

dist  i  adopted  by  the  Coal  Com  depart- 

i   during  the  war. 

\v  to  the  third  group  of  services  —  those 
in  \\hi-h  the  principle  uf  national  co-ordination  must 

.nioiini     we   find  ourselves 

.-no-  in  the  presence  of  certain  great  Guilds.  in- 

-e  of  the  Kailwaymen  and  the  Post  Office. 

1*0  to  deal  in  this  splu-iv  with  the  elnnent 

of    national  co-ordination  required  in  those  services 

Aouldbein  their  art  \ialworkinglocally  organised. 

\V1.  6   to  ask,  is   tlu    ri-ht   body,  « 

the  ri^'lit  bodies,  to  represent  the  consumers  or 

i  t«»  this  group  of  st 

Is  this  the  funetion  of  some  special  organisation  or 
or^.  us  chosen  for  that  purpose  alone,  or  should 

ition  be  entrust,  -d  t..  the  same 

body  as  un  k  of 

the  i-oininu-  .  the  State  ;     This  problem  is  con- 

side  :iore  difficult    than  any  <>f    thoM-  which  we 

have  yet  di-i  ussed,  and  does  not,  I  think,  admit  of 

Let  us  begin  n  problem  of  national 

>t  published  in  the  ft*npt*r«//»«nM/  for  February,  1917. 

C.S  ti.  1. 
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co-ordination  of  the  services  which   will  be  actually 
admim>t<  ivd  locally.     The  teachers  and  UK    doct 
the  road  transport  workers  and  the  distributors,  will 
all  have  not  only  their  local  Guilds  but   also   tluir 
National  Guilds  in  which  all  the  local  Guilds  in  each 
service   will   be  united.     The   National   Guild 
isations,  as  I  point  out  in  the  chapter  on  '  Freedom 
in   the   Guild, '   will  be  dealing  mainly  with   national 
co-ordination  from  the  Guild  standpoint.     Is  it   not 
clear  that,  if  the  proposed  structure  of  local  govern- 
ment under  Guild  Socialism  is  accepted,  the  proper 
bodies  to  act  as  co-ordinating  agencies  on  behali  of 
the   neighbours   or   users  will   be   federal   assemblu •> 
representing  the  various  local  or  regional   functional 
bodies — a  National  Congress  of  Public  Education  and 
Amenities,   a   National   Congress   of  Public   Utiln. 
probably  a  National  Congress  of  Public  Health  and 
Housing,  and  perhaps  others?     To  these,  of  coin 
must   be  added,   for  the   services  falling  within   tin- 
first  group,  a  National  Co-operative  Congress. 

Local  transport  and  local  communications  will 
fall  within  the  sphere  of  the  local  public  utility  organ- 
isation, and  their  national  co-ordination,  from  the 
users'  point  of  view,  within  the  sphere  of  the  Public 
Utilities  Congress.  Could  not  this  Congress  also  fitly 
undertake  the  national  organisation  of  transport  and 
communication  in  conjunction  with  the  National 
Guilds  of  Railwaymen,  Seafarers  and  Postal  Workers  ? 

Into  the  organisation  of  the  fourth  group  of  services 
—those  of  an  international  character,  I  do  not  propose 
to  enter  in  any  detail ;  for  the  form  of  their  organ 
tion  depends  upon  the  whole  question  of  the  inter- 
lonal  structure  of  Guild  Society,  and  raises  questions 
too  large  to  be  discussed  in  a  paragraph.  It  can, 
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however,  be  said  that  tin-  n.itional  organis 

.1    ir-niation    alw.r  uires    and    pre- 

|X>ses  should  be  in  tin-  hand    «>f  one  or  other  of 
il    Congresses    or  oaj     I'ul 

DON  ant:  is  a  public   utility, 

1  «-\t  h.nige  of  educa' 

rational  Congress,  internation.il  <listnt>i: 
great  extent  a  matter  for  the  Co-operative  Congress, 
lical  research  for  the  Public  Health  Congress, 
so  on.     Always,  of  course,  int.  :  action 

ipposed  as  the  accomp.mm.  »nal 

ny  of  tlu-M-  Congresses,  ami  the  principle 
of  j  <  is  everywhriv  involved. 

il  to  fa.  M!  question  of  the  organ- 

ion  of  coiiMiim-rs  in  relation  to  most  of  the  great 
iiuiu-tiu>    inining,  engineering,  printing, 

depends,  I   think,  on 

iinnuiliate  and  also  on  the  ultimate  destination  of 
thm     products.     Take    the    case    of    mining.     Coal 

every  industry  and  service  as  a  i 
important  factor  in  production  and  a* 

also  an  article  of  general  domestic  consumption. 
io\v  \\hrth.  i    in  the  Guild  Society    house- 
hold coal  would  be  distributed  by  the  co-opera 

public  utility  orgai  1  I  cannot  see 

iy    principle    involved.     Whatc 
ttion  undertakes  the  work  will  have  to  be  in 
close  touch,  through  some  sort  of  joint  committee,  with 
th<  Miners'  Guild,  and  so  will  all  the  Guilds  which  are 
large   and   regular  consumers  of  coal      1  \«n    niuKr 
capitalist  conditions    ad  hoc  consumers'  organ; 
ha\<-  •<<::.'•  into  existei:  >n  not  only  to  coal 

but    also   to   many   otlu-r    important    industries   and 
.J  I  fully  that,  in  the  fiituiv  >o* . 
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this    form    of   organisation    will   be    maintained    and 
developed  on  democratic  lines. 

This,  however,  does  not  help  us  to  a  solution  <>!  one 
crucial  problem  in  tin-  relation  of  producer  and  . 
sumer,  ' service-renderer    and    service-receiver,    under 
the  Guild  system.     The  remaining  problem  is  ilia 
the  financial  relation — the  ultimate  methods  ol 
mining  and  apportioning   income   and   di  tin- 

flow  of  national  capital  or  '  savings.'     Here  at  la 
believe  that  we  approach  the  province  of  the 
but  I  cannot  give  my  direct  answer  to  the  question 
until  I  have  said  something  of  the  political  organisa- 
tion of  Guild  Society. 

All  the  problems  with  which  I  have  dealt  so  far  have 
been  problems  arising  out  of  either  industries  or 
or  amenities  of  one  kind  or  another.     Measured  by 
the  volume  of  work,  the  vast  bulk  of  the  activities  of 
local  authorities,  and  hardly  less  of  the  internalac  ti\ 
of    the    national    Parliament    and    Government,    fall 
within  one  or  other  of  these  classes.     Out-id,    them, 
however,  fall  such  purely  social  functions  of  govern 
ment  as  the  legal  and  administrative  regulation   of 
personal  relationships,  the  police  and  judicial  system, 
and  methods  of  taxation  and  rating  in  so  far  as  they 
deal  not  with  paying  for  industrial  or  other  servi- 
but   with   adjusting   the   balance   of   income   among 
various  classes  of  the  community.     In  addition,  tl 
is  that  unclassifiable   something   which   causes  many 
people  to  regard  the  State  as  in  some  .sense  the  guardian 
of  the  '  spiritual  tradition  '  of  the  nation. 

Postponing  for  the  moment  the  consideration  of 
this  '  something/  let  us  enquire  how  the  '  social  ' 
functions  mentioned  above  would  be  organised  under 
a  Guild  Society.  I  believe  that  the  crowning  achieve- 
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ild  sVsi«  in  will  he  to  diseir  iiese 

soci  -1    «  oinin, i,  i.il  and 

tcssional  or  '  servi<  e    lu:  i  to  enable  ti. 

.ill  with  apart  by  ti  sort  of  rcpresei 

ill  have  to  be  1-  tl  and  national 

bodies    for    this    purpose,    thei  ortance 

n   tin-  neutralised  c; 

I   do   i.    t    know   | 

.1  body-  ou  will     should  be 

•m<  tuie  ould  be 

nt  or  a  Congress  or  political  So\i-  t       I  hat 

be  determined  at  a  later  stage.     But  I  do  believe 

ill  be  of  ^t -at  importance,  and  t 
whdr  i  of  income  will  be  prima 

••n  in  the  idral  struc- 

<  >f  <  .mid  Society  as  I  outlined  it  in  the  body  of  • 
book.     I  there  treated  the  State  as  the  representat 

(<»n>unni>,    and    envisaged    the    solution    of 
difti  arising   between   producer   and    c< 

a  double  procedure — first  of  conference  1 
State  and  Id  concerned,  and  secondly  of 

com  i  the  State  and  th<  Guilds  Congress 

as  a  whole.     I  no  longer  conceive  ot  ite  as  en 

into  such  conf<  nee,  except 

;lai     purposes    mentioned    belov. 
nal  method  of  such  differences,  as  I  now 

con-  ild  be  by  ct  n  the  Guild 

or  Guilds  concerned  appropriate  Congress 

s,  Co-operative.    Puhlir   I'tilitv   Of   whatever  it 
lit  he,  or  the  ad  hoc  consumers'  t 

in    am     paitirular    industry    or    Sf  I    no 

ild  be  found  in  t  would  the  ultimate 

al  li.-.  in  industrial  questions,  to  session 
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.vhirh  not  only  the  (iuilds  Congress  and  tlx 
but  also  the  various  functional  Congresses  would  U 
represented. 

<  »n   the   fundamental  question  of  the  allocation  oi 
national  resources,  the  division  of  income  in  the  com- 
munity   and    the    provision    for    collective    '  savii 
my  positioa  remains  substantially  unaltered,  except 
that    1   \v«»uld  make 'the  joint  body  dealing  with   thin 
problem  more  fully  representative  in  the  way  described 
above,  by  including  in  it  the  great  Congresses  represent 
the  people  as  consumers,  users  and  enjoyers  in 
common  of  the  fruits  of  the  earth  and  the  labour  oi 
man. 

Doubtless  it  has  been  apparent  to  the  readers  of 
this  Introduction  that,  at  least  so  far  as  the  economi< 
and  '  service  '  organisation  of  Society  is  concerned, 
jny  attitude  has  been  influenced  by  the  emergence  oi 
the  Soviet  form  of  social  structure.  As  I  understand 
the  Soviet  idea — I  do  not  pretend  that  I  under  land  it 
fully — it  has  nothing  fundamentally  to  do  with  industry 
as  such.  It  is  not  based  on  the  idea  that  the  community 
ought  to  be  dominated  by  industrial  organisations,  but 
on  the  idea  that  communal  organisation  ought  to  be 
based  throughout  upon  the  principle  of  free  asso<  i  iimn. 
Finding  itself  in  conflict  with  the  capitalist  organisa- 
tion of  Society,  it  adopts  in  certain  cases  as  a  temporary 
expedient  the  '  dictatorship  of  the  proletariat  '  ;  but 
such  a  dictatorship  is  not  part  of  the  Soviet  organisation, 
though  its  temporary  adoption  is  a  part  of  Bolshevik 
doctrine.  In  fact,  the  Soviet  idea  is  the  Guild  idea 
at  least  has  very  much  in  common  with  it.  It  cannot 
be  too  clearly  understood  that  there  is  no  essential 
connection  between  the  Soviet  from  of  organisation 
and  Bolshevism.  Bolsheviks  will  favour  Soviets  as 
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a  means  to  the  t<  orship  of  t 

dv>  tni'i  .,iny 

peop  Bolshcvi 

..It     lit     lllls    d«'\,  COT- 

1  originally  wrote  in  this  book  I  am  in 

sense  approaching  <.ml<l  S--  .ire 

milv   lit    the    beginning   of  the  c<  of   the 

\..l\ed  in  the  structure  of  Guild  Society. 

v  clear  and 

.^h  at  all  events  to  serve  as 
ing  hyp*  'hough  even  I  do  not  profess 

\i»  all  that   1   h  book  about 

tiitun-  *    and  intnnal  •  uent  of  the 

t  in  that  sphere  a  good  deal  of  thinking 
been  do:  .t-<  .uiKUnu  -n  have  barely  scratched 

the  wider  implications  <>i  society. 

1    put    forward    the    observations   contained   in 
Introduction,  not  as  a  solution  of  the  many  probl« 
\\hirh   they  raise,   but   in   the  hope  that   they  may 
te   discussion   and    at    least    >how   that   Guild 
Soc '  culties  involved  in  the 

estal  t  of  Guild  Soci 


CHAPTER  II 

THE  CASE   FOR   NATIONAL   GUILDS 

No  movement  can  be  dangerous  unless  it  is  a  movement 
ideas.  Often  as  those  whose  ideals  are  high  have 
failed  because  they  have  not  kept  their  powder  dry, 
it  is  certain  that  no  amount  of  dry  powder  will  make 
a  revolution  succeed  without  ideals.  Constructive 
idealism  is  not  only  the  driving  force  of  every  &: 
uprising  ;  it  is  also  the  bulwark  against  reaction. 

If,  then,  Trade  Unionism  is  to  be  the  revolutionary 
power  of  the  future,  it  will  become  so  only  by  virtue 
of  the  idealism  that  inspires  it.  While  it  remains 
merely  materialistic,  it  will  not  stand  a  dog's  chance 
of  changing  the  capitalist  system  into  something 
Socialists,  therefore,  when  they  put  their  trust  in 
organised  Labour,  are  expressing  their  belief  that  Trade 
Unionism  means  something  more  than  the  desire  of  its 
members  for  greater  material  comfort. 

The  old-fashioned  attitude  towards  Trade  Union i -in 
-ummed  up  in  the  text-book  definition :  "  A  Trade 
Union  is  a  continuous  association  of  wage-earners  for 
the  purpose  of  maintaining  or  improving  the  conditions 
of  their  employment."  At  first  sight,  this  seems  a  fair 
enough  description  ;  for  certainly  in  the  past  the 
Unions  have  been  mainly  concerned  with  this  aspect 
of  '  collective  bargaining.'  The  definition  is  indeed  an 
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adequate  account  of  Trade  Unionism  as  it  was  con 
by  t  msclves.     Historically,  t: 

has  been  to  maintain 
ommodity  within  the  capital 


Social:  t  became  strong  md,  the 

>ns  were  still  reformist  t-»  the  last  degree.     It 

crossed  in  early  youth 
it-volution,  Labour  had  taken  the  vow  of 
celibacy,  and  refused  to  mate  with  any  idealistic  move- 

iry  Unionism  of  the  time  of 

Robert  noved  prematurely  out  to  battle,  and 

ignominious  defeat  :    to  those  who  survived 

•  •illy  possible  course  seemed  to  be 

:  flics  of  the  Trade  Union  army  by 

a  sort  of  civil  guard  —  by  abandoning 

every  form  of  militancy  and  conir  activities. 

r   possible,   to   peaceful   negoti  ith  the 

All    thought    of    ending    capitalism    was 

banished  from  the  Trade  Union  world  ;    and  every 

suggestion  of  political  bias  was  repudiated.     Thel'nions 

accepted  a  jxjsition  :    sliding-scale 

agreements  and  arbitration  boards  came  to  represent 

the  height  of  their  ambition. 

was   not    unnatural,  therefore,    that    the   early 

Soci  ding  most  of  the  prominent  members 

he  old  Social  Democratic  Federation,  regarded  the 

>ns  as  too  hopelessly   •  iry  to  be  of  any 

assistance  in  achieving  the  Socialist  Commonwealth. 

it  ura  1  i  vas,  ho\\  -ne 

the  less  disastn  as  it  grew  up. 

d  a  doctrine  almost  wholly  poll  thai  iin  h. 
on  the  industrial  side,  its  last  word  concerning  the. 
future  organisation  of  production  \\  ation. 
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Meanwhile,  largely  under  the  influence  of  the  spread- 
ing Socialist  ideas,  the  Unions  themselves  began  to 
change.  The  Dock  Strike  of  1889  was,  of  course,  the 
first  great  visible  sign  of  the  new  spirit  ;  for  it  meant 
nothing  less  than  the  dawn  of  a  new  class-consciou^ 
Trade  Unionism  could  thereafter  no  longer  mean  only 
the  corporate  egoism  of  the  skilled  tradesmen  ;  the 
unskilled  workers  came  to  take  their  place  along  with 
their  fellows  in  the  battle  for  industrial  freedom.  This 
change  of  spirit  is  even  now  far  from  complete  ;  but  it 
was  certain  from  this  point  that  the  substitution  of 
class-consciousness  for  trade-consciousness  in  the  Trade 
Union  world  was  only  a  matter  of  time. 

The  growth  of  the  new  spirit  marks  the  lost  oppor- 
tunity of  Socialism.  Then  was  the  time  for  political 
Socialism  to  make  itself  complete  by  including  th< 
of  self-government  in  industry,  by  recognising  the 
Trade  Unions  as  the  future  masters  of  production. 
Their  failure  to  do  this  meant  a  set-back  of  a  quarter 
of  a  century  to  the  Socialist  cause.  The  events  which 
culminated  in  the  Dock  Strike  were  not,  indeed, 
without  their  effect  upon  Socialism,  since  they  led 
directly  to  the  foundation  of  the  Independent  Labour 
Party.  But  the  I.L.P.,  instead  of  declaring  for  the 
true  industrial  democracy,  chose  a  purely  political  pro- 
gramme gleaned  half  from  the  Fabians  and  half  from 
the  S.D.F.  Though  they  owed  their  being  to  an 
industrial  revolt,  Keir  Hardie  and  his  friend^ 
utterly  failed  to  understand  its  meaning.  They  had 
not  grasped  the  true  function  of  Trade  Unionism,  and 
they  remained  sceptical  of  its  ultimate  value. 

When,  however,  a  few  more  years  had  elapsed,  and 
there  still  seemed  no  signs  of  the  ron version  of  the 
bulk  of  the  working-classes,  the  Socialists  at  last  realised 
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itility  <><  i^iK'im.;  the  Unions.  next  step 

was  accordingly  the  creation  of  the  Labour  Par 
federation  of  Trade  Unions  and  Socialist  Societies. 

was  no  less  remarkable.    I) 
by  the  logic  of  factfc  to  see  the  necessity  of  Trade 

bey  wh..llv  tailed  to  see  more 
or  to  in  :  appeal  ought  to  be 

made      I  :  --ad    of    enlarging    their    theory    on    thi- 

ng the  Unions  as  entitle.! 

u>  the  control  of  iiul  :cy  endeavoured  to  collar 

Trade  Un  ipport  of  their  own  political  pro- 

Ky  tin*  m<>ve,  which  reflects  equal  discredit 

on  the  commonsense  of  both  parties,  they  gained  a 

great  accession  of  immediate  strength  ;    but  at  the 

same  time  they  lost  a  great  opportunity,  and  sowed 

the  seed  of  their  own  wea  future.     Instead 

ving  to  the  Unions  with   an   indu 

empted  to  make  them  purely  pol 

>ts  and  to  pour  the  political  wine  into  the  indus- 

bottle.    The  result  was  inevitable  ;    the  Trade 

•is  did  not  become  idealistic,  and  the  composite 

body  in  which  the  Socialists  chose  to  merge 

was  not  only  utterly  without  ideals,  but 

also  very  soon  emasculated  the  idealism  of  its  So< 

nal  roMilt  we  know  :   it  is  a  Labour  Party 
ich  Capitalism  has  long  lost  all  fear. 
Hut  ever,  came  to  the  rescue.     While 

the  recognised  leaders  of  Trade  Unionism  in  too  many 
cases  frittered  away  their  strength  in  politics  —  which. 
necessary  as  it  may  be,  is  not  their  job—  the  rank  and 
l>eing  si  d  by  the  new  idealism  v 

1  failed  to  understand.     Half-uncon- 
sciou  :^t  despotism  in  the  workshop 

began  to  workers  began  to  realise 
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that  there  could  be  no  end  to  tlirir  subordination  until 
they  themseh  <  1  their  own  indu 

conduct  of  the  nationalised  sci  oo,  made 

them  feel  that  the  management  of  industry  by  State 
departments,    though,    generally"  extended,    it 
result  in  a  fairer  distribution  of  income,  could  ; 
by  itself  answer  their  demand  for  industrial  freedom. 
Syndicalism,   or  at   any   rate   doctrines   tinged   with 
Syndicalism,  began  to  take  root,  and;  when  the  indus- 
trial unrest  took  form,  it  was  found  to  be  not  merely  a 
demand  for  higher  wages,  but  an  insurgence  against 
tyranny   and   an   aspiration   towards   industrial   self- 
government. 

This  new  spirit  grew  up  within  the  Trade  Unions, 
and  to  a  great  extent  outside  Socialism,  simply 
because  Socialists  had  no  imagination.  But,  growing 
up  in  this  way,  it  was  inevitably  one-sided  and  incom- 
plete. It  was  a  purely  industrial  doctrine,  when  the 
need  was  for  a  doctrine  at  once  industrial  and  political. 
It  is  the  business  of  Socialists  to-day  to  achieve  what 
should  have  been  achieved  at  the  time  of  the  Dock 
Strike  twenty-five  years  ago,  and  to  make  a  syni 
of  the  twin  idealisms  of  Socialism  and  Trade  Unionism. 
The  working  out  of  the  new  Socialism  should  be  the 
main  business  of  all  those  who  know  the  value  of  ideals, 
and  desire  to  bring  about  a  social  revolt  imbued  with 
constructive  idealism. 

In  the  Society  of  to-day  the  State  is  a  coercive  power, 
existing  for  the  protection  of  private  property,  and 
merely  reflecting,  in  its  subservience  to  Capitalism,  the 
economic  class-structure  of  the  modern  world.  The 
Trade  Unions  are  to-day  merely  associations  of  wage- 
rs, combining  in  face  of  exploitation  to  make  the 
conditions  of  their  servitude  less  burdensome.  Out  of 
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these  two— out  of  the  C.i  ta  and  the  Trade 

Unioi  ige-earners  n   of   the    future 

we  Socialists  conjure  up  ? 
Realising  rightly  tl  of  our  industrial 

ble  expressi 

^'gle,  and  preoccupied  ceaselessly  with  the 
demands  of  our  •  a.  w«- 

0  apt.  regenerate  Societ 

regard  the  pie^ m  <  har.i-  of  the  State  and  the 

us  as  fixed  and  unalterable.     Som  1   the 

as  essentially  thr  expression  of  CapitaliMi. 

he  worker  to  power,  the 

md  all  its  functions  will  disappear  automatically. 
a.  to  which  one  kind  of  Syndicalism 
approximates.    Others,  again,  regard  the  Trade  Union 
as  essentially  a  bargaining  body  which,  with  the  pa 
of  Ca;  :11  have  fulfilled  its  purpose,  and  will 

at  once  cease  to  exist  or  become  of  very  minor  impor- 
tancr  hr  attitude  of  pure  State  Social 

of  collectivist  theory,  as  it  has  been  commonly  mis- 
nnd<  [stood,  both  in  Great  Britain  and  abroad. 

Both  these  rest  on  false  assumptions.    One 

side  presupposes  that  the  State  must  be  always  much 

is  to-day  ;    the  other  assumes  that  its  narrow 

conception  of  the  function  of  the  Trade  Union  under 

i  includes  all  t:  ions  the  Unions  ever 

could,  or  ought  to,  assume.    Both  views  are  one-sided 

it  thry  aivrpt  the  possibility  of  transforming  one 

of  the  two  bodies  in  question,  and  deny  the  possibility 

of    ti  ing    the    other.    But    notlr  more 

State  and  Trade  Union,   if 
they  are  to  form  the  foiu  of  a  worthy  So 

must  be  ;  v  altered  and  penetrated  by  a  new 

it 
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A  stable  community,  recognising  the  rights  and  per- 
ality  of  all  sections  of  consumers  and  produ< 
alike,  can  only  be  secured  if  both  the  State  and  tin- 
Trade  Unions  take  on  new  functions,  and  are  invcs 
with  control  in  their  respective  spheres.  Collectivism 
which  is  not  supplemented  by  strong  Trade  Unions 
will  be  merely  State  bureaucracy  on  a  colossal  scal«  ; 
Trade  Unions  not  confronted  by  a  strong  and  demo- 
cratised State  might  well  be  no  less  tyrannous  than 
a  supreme  State  unchecked  by  any  complementary 
association. 

The  proper  sphere  of  the  industrial  organisation  is 
the  control  of  production  and  of  the  producer's  side  of 
exchange  :  its  function  is  industrial  in  the  widest  sense, 
and  includes  such  matters  as  directly  concern  the 
producer  as  a  producer — in  his  work,  the  most  important 
and  serviceable  part  of  his  daily  life.  It  has  no  claim 
to  decide  '  political  '  questions  :  for  its  right  rests  upon 
the  fact  that  it  stands  for  the  producer,  and  that 
the  producers  ought  to  exercise  direct  control  o 
production. 

The  proper  sphere  of  the  State  in  relation  to  industry 
is  the  expression  of  those  common  needs  and  desires 
which  belong  to  men  as  consumers  or  users  of  the  pro- 
ducts of  industry.  It  has  no  claim  to  decide  produc 
questions  or  to  exercise  direct  control  over  production  ; 
for  its  right  rests  upon  the  fact  that  it  stands  for  the 
consumers,  and  that  the  consumers  ought  to  control 
the  division  of  the  national  product,  or  the  division  of 
•  income  in  the  community. 

Industry,  in  the  widest  sense,  is  a  matter  of  both 
production  and  use.  The  product  has  to  be  produced, 
and  it  has  to  be  determined  who  shall  have  the  right 
to  consume  it.  On  the  one  hand,  the  decision  of  the 
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character  and  use  of  th-  t  is  clearly  a  matter 

he  condition^ 

undei  arried  on  so  vitally  air 

concern  t  ous  sections  of  organised  producers 

they  cannot  afford  to  let  the  control  of  those 
hands  of  outsiders.    The  old 

Collectivist  claimed    everything    for    the   democratic 

•   the  workers  would 

find  :  usances  adequat  ul.ited  and 

interests  thoroughly  safeguarded  by  means  of  a  reformed 
Parliament  under  democratic  control.     He  looke< 
ward  to  Society  in  lie  State  and  the 

Mum  -  would  employ  all  the  workers  much  as 

they  now  employ  men  in  the  post  office,  the  Go 

Js,  or  on  the  vs,  with  the  difference, 

that  the  goodwill  of  the  whole  body  of  consumers  would 
c  worker  decent  wages,  hours  and  con 
is  of  labour.     The  new  Syndicalist  claims  every- 
for  the  organised  workers  ;   he  would  have 
so  organise  as  to  secure  the  monopoly  of  their  labour, 
and  supplement  this  first  principle  of  economic  power 
by  tin*  provision  of  economic  resource,  and  then  he 
would  have  them,  by  direct  action,  oust  the  Capi 
from  the  control  of  industry,  and  enter  themselves  into 
lete  possession  of  the  means  of  production  and 
ibution. 

in  this  more  than  a  clash  of  policies  ;   there 
is   a   clash    of    fundamental   ideas.     The  Collect 
:sed  in  the  daily  struggle  of  the  work 

-e,  has  thought  only  of  distribution      High 

wages  under  State  control  have  been  the  sum  of  his 

;    he  has  dismissed,  as  artists,  dreamers,  or 

idealists,  those  who,  like  William  Morris,  have  con- 

i  that  no  less  fundamental  is  the  question  of 
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production— the   problem   of  giving   to   the   worl 
responsibility  and  control,  in  short,  freedom  to  express 
their  personality  in  the  work  which  i  way  of 

serving  the  community.  The  problem  of  Soda  list 
theory  in  the  present  is  the  reconciliation  of  these  two 
points  of  view  ;  for  either,  alone,  is  impotent  to  form 
the  framework  of  a  noble  ideal.  Political  democi 
must  be  completed  by  democracy  in  the  workshop  ; 
industrial  democracy  must  realise  that,  in  denying  tlu- 
State,  it  is  falling  back  into  a  tryanny  of  industrialism. 
If,  instead  of  condemning  Syndicalism  unheard,  tlu 
Socialist  would  endeavour  to  grasp  this,  its  central 
idea,  and  harmonise  it  with  his  own  ideal  of  political 
justice,  Collectivism  and  Syndicalism  would  stand 
forth  as,  in  essentials,  not  opposing  forces,  but  indis- 
pensable and  complementary  ideas. 

A  close  analysis  of  the  Syndicalist  demand  points 
the  way  to  the  only  real  solution.     That   absolute 
ownership  of  the  means  of  production  by  the  Uni 
to  which   some   Syndicalists  look   forward   is  but    a 
perversion  and  exaggeration  of  a  just  demand.     Tin- 
workers  ought  to  control  the  normal  conduct  of  industry; 
but  they  ought  not  to  regulate  the  price  of  commodr 
at  will,  to  dictate  to  the  consumer  what  he  shall  con- 
sume, or,  in  short,  to  exploit  the  community  as  the 
individual  profiteer  exploits  it  to-day. 

What,  then,  is  the  solution  ?  Surely  it  lies  in  a 
division  of  functions  between  the  State  as  the  repre- 
sentative of  the  organised  consumers  and  the  Trade 
Unions,  or  bodies  arising  out  of  them  through  industrial 
Unionism,  as  the  representatives  of  the  organised 
producers. 

These  bodies  we  call  National  Guilds,  in  order  both 
to  link  them  up  with  the  tradition  of  the  Middle  Ages 
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nguish  them  from   th.r  \\  - 

who  call  ourselves  Nati<  look  forward 

to  a  comnun  n*  h  production  will  be  organised 

ons  of  all  the  workers  in 

each  1  up  in  a  body  representing  all 

<-rs  in  all  lies.    On  the  other  hand,  we  look 

forward  to  a  democrat isat ion  of  the  State  and  of  local 

and  to  a  sharing  of  r  <1  control 

en  producers  and  consumers.     The  State  should 

own   the   means   of   production  :     the   Guild   should 

control  the  work  of  production.     In  some  such  pai 

in  pure  Collectivism  n 

Syndicalism,  lies  the  solution  of  the  problem  of 
ontrol. 

a  suggestion  needs  far  more  elaborate 
!  can  be  given  here,  and,  in  particular, 
ist  be  left  for  decision  in  the  future  a 
ical  problems  arise.     We  cannot  hope  to  work  out 
a  full  and  definite  scheme  of  partnership  in  advance  ; 
but  we  have  everything  to  gain  by  realising,  even  in 
broad  outline,  what  kind  of  Society  we  actually  desire 
to  create.     We  need  at  the  same  time  to  s. 
producers'  demand  for  responsibility  and  self-govern- 
ment, and  to  meet  the  consumers'  just  claim  to  an 
•.<>f  the  national  income,  and  to  a  full 
Mon  of  the  goods  and  services  which  he  justly 
requires. 

Some  sort  of  partnership,  then,  must  come  about ; 
but  there  is  a  notable  tendency  nowadays  for  persons 
to  adopt  the  phrase  without  intending  to  bring  any 
effective  partnership  into  being.  The  partnership,  to 
>rth  anything,  must  be  a  partnership  of  equals, 
not  the  revocable  concession  of  a  benignant  and 
superior  State,  and,  to  make  it  real,  the  Guilds  must 
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be  in  a  position  to  bargain  on  equal  terms  with  the 
State.  The  conditions  upon  which  the  producers 
consent  to  serve,  and  the  community  to  accept  their 
service,  must  be  determined  by  negotiation  between 
the  Guilds  and  the  State.  The  Guild  must  preserve 
the  right  and  the  economic  resource  to  withdraw  its 
labour  ;  the  State  must  rely,  to  check  unjust  demands, 
on  its  equal  voice  in  the  decision  of  points  of  difference, 
and  on  the  organised  opinion  of  the  community  as  a 
whole.  As  a  last  resort  the  preservation  of  equality 
between  the  two  types  of  organisation  involves  the 
possibility  of  a  deadlock  ;  but  it  is  almost  impossible 
to  imagine  such  a  deadlock  arising  in  an  equalitarian 
Society. 

I  have  stated  my  ideal  very  baldly,  because  it  has 
already  been  stated  well  and  fully  elsewhere,  and  I  do 
not  desire  to  go  over  again  the  ground  which  others 
have  covered.  I  must,  however,  state  briefly  the 
fundamental  moral  case  both  against  Socialism  as  it  is 
usually  conceived  and  in  favour  of  the  ideal  for  which 
I  am  contending. 

What,  I  want  to  ask,  is  the  fundamental  evil  in 
our  modern  Society  which  we  should  set  out  to 
abolish  ? 

There  are  two  possible  answers  to  that  question,  and 
I  am  sure  that  very  many  well-meaning  people  would 
make  the  wrong  one.  They  would  answer  POVERTY, 
when  they  ought  to  answer  SLAVERY.  Face  to  face 
every  day  with  the  shameful  contrasts  of  riches  and 
destitution,  high  dividends  and  low  wages,  and  pain- 
fully conscious  of  the  futility  of  trying  to  adjust  the 
balance  by  means  of  charity,  private  or  public,  they 
would  answer  unhesitatingly  that  they  stand  for  the 
ABOLITION  OF  POVERTY. 
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\\ .  11  and  good  issue  every  SociaJi 

answer  to  my  question  is  none 
less  wrong. 

vmptom  :  slavery  the  disease.    The 
I  extremes  of  riches  and  destitution  fullov  ibly 

uj-.i.  tli.  <  \ticines  of  license  and  bondage.  The  many 
I  are  not  enslaved  because  they  are  poor,  they  are  poor 
.v  because  they  are  enslaved.  Yet  Social  «•  all  too 

|  often  fixed  their  eyes  upon  the  material  misery  of 
I  poor  witho  t  it  rests  upon  the  spiritual 

gradation  of  the  slave. 

V  1  say  they  have  not  realised  this,  although  they  have 

never  ceased  to  proclaim   that   there  is  a  difference 

between  social  reform  and  Socialism,  although  they 

have  always  professed  to  stand  for  the  overthrow  of 

\  stem .     For  who  among  our  evolutionary 

-ts  can  explain  whnvin  this  difference  consists, 

i   who  of  our  revolutionists  understands  what   is 

meant  by  the  over  throw  of  Capitalism  ? 

1 1  is  easy  to  understand  how  Socialists  have  come  so 
to  inM^t  upon  the  fact  of  poverty.     Not  one  of  tl 

U-ast  until  he  has  eaten  of  the  forbidden  fruit  of 
offur  in  tlu  political  Garden  of  Eden,  but  is  moved  by 
an  intense  conviction  that  on  it  ion  is  beyond 

measure  degrading  and  immoral.  His  first  object,  t ; 
is  to  make  others  see  that  he  is  right.  What  more 
natural  than  to  exhibit,  before  the  eyes  of  all  men,  the 
open  sore  of  physical  misery  ?  Even  the  least  imagin- 
an  see  the  evils  of  poverty,  and  the  majority  are 
supposed  to  lack  imagination.  We,  therefore,  confront 
the  world  with  the  incontrovertible  fact  that  the  few 
an  J  the  many  poor.  The  idea  that  the  funda- 

mental aim  of  Socialism  is  the  abolition  of  poverty 
begins  in  an  argvmtntvm  ad  homincm. 
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1  have  not  time  to  describe  the  effect  of  this  attitude 
nn  the  practice  of  Socialists  in  the  political  field, 
only  say,  in  a  few  words,  why  I  believe  it  to  have 
disastrous.  Our  preoccupation  with  poverty  is  the 
cause  of  our  long  wanderings  in  the  valley  of  the  shadow 
of  reformism  :  it  is  the  cause  of  that  dragging  of  Labour 
into  a  Liberal  alliance  which  has  wrecked  every  chance 
of  successful  political  action  for  a  generation  to  come. 
There  are  too  many  to  whom  Socialism  has  come  to 
mean  a  steeper  graduation  of  the  income-tax,  the 
nationalisation  of  mines  and  railways  and  the  break-up 
of  the  poor  law,  together  with  a  shadowy  something 
behind  all  these  to  which  they  can  give  neither  name 
nor  substance.  The  very  avidity  with  which  we  clung, 
like  drowning  men,  to  the  somewhat  bulky  straw  of 
the  Minority  Report  was  a  clear  indication  of  our 
bankruptcy  in  the  realm  of  ideas.  To  many  of  us, 
that  very  adroit  and  necessary  adjunct  to  the  capitalist 
system  seemed  the  crowning  expression  of  the  con- 
structive Socialism  of  our  day.  Our  generation  was 
seeking  for  a  sign  ;  but  there  was  no  sign  given  it  save 
the  sign  of  the  prophet  Jonah.  And  Jonah,  if  my 
memory  serves,  was  a  minor  prophet. 

The  biblical  Jonah  once  had  the  fortune  to  be 
swallowed  by  a  whale.  In  our  days,  the  tables  have 
been  turned,  and,  instead  of  the  Labour  movement 
swallowing  its  Jonah,  Jonah  has  swallowed  the  Labour 
movement. 

Inspired  by  the  idea  that  poverty  is  the  root  evil, 
lists  have  tried  to  heal  the  ills  of  Society  by  an 
attempt  to  redistribute  income.  In  this  attempt,  it 
will  be  admitted  that  they  have  hitherto  met  with  no 
success.  The  gulf  between  rich  and  poor  has  not 
grown  an  inch  narrower  ;  it  has  even  appreciably 
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he  conviction  oi 

the  gulf  will  never  be  bridged,  as  long  as  the  social 
cgarded  as  pre-eminently  a  question  of 

I (11«-  loyed  poor  apart,  ev<  idual 

has  two  functions  in  the  economic  sphere — he  is  both  a 
producer  and  a  c<  >i  of  goods  and  services.    Social- 

!ig  a  basi     on  which  to  build  their  ideal 
Societ  >•  alternated  between  these  two  aspects 

of   human   activity.     The    Fourierist 

1   the  Communists,   with   tlu-n    ideals  of 

iigstery,  th«  M  If  -o\«-rnm.^  workshop,  and  the 

free  Commune.  l»nlt  -and  built  imperfectly — uponman 

the  producer.    Collet  on  the  o  vhi<  h 

:nost  modern  schools  of  Socialism,  builds  upon 

r.     It  is  our  business  to  decide  whi<|. 

:^ht. 

It  i  the  pride  of  the  practical  social  reformer  that 
he  deals  with  '  the  average  man  in  his  average  moments.' 
He  repudiates,  as  high  falutin  nonsense,  every  attempt 
to  erect  a  new  social  ord.  basis  of  ideali-n 

tful    of    human    nature,    human 
freedom  ;   and  he  finds  his  ideal 
in  a  paternal  go\  Mlisin  tempered  by  a  prefer- 

ably not  too  real  democratic  control.  To  minds  of 
a  temper,  Collectivism  has  an  irresistible  appeal. 
lea  that  th«  iv  supreme  in  the  last 

resort,  but  also  a  capable  jack  of  all  trades,  offers  to 
the  bureaucrat  a  wide  field  for  petty  tyranny.     In  the 
of  to-day,  in  which  democratic  control  through 

«»,  the  Colle* 

State  1\  Paradise  of  bureaucracy. 

The  Socialist  in  most  cases  adm  but  declares 

it  could  be  corrected  if  Parliament  were  demo- 
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cratised.     The  '  conquest  of  political  power  '  1> 

the  Alpha  and  Omega  of  his  political  method  :    all  his 

ques  are  postdated  to  the  Greek  Kalends  of  i 
iirst   Socialist  Government.     Is,  thru,  his  ideal  of  the 
democratic  control  of  industry  through  Parliament  an 
ideal  worthy  of  the  energy  which  is  expended  in  its 
furtherance  ? 

The  crying  need  of  our  days  is  the  need  for  freedom. 
Machinery  and  Capitalism  between  them  have  made 
the  worker  a  mere  serf,  with  no  interest  in  the  product 
of  his  own  labour  beyond  the  inadequate  wage  which 
he  secures  by  it.  The  Collectivist  State  would  only 
make  his  position  better  by  securing  him  a  bettei 
even  if  we  assume  that  Collectivism  can  ever  acquire 
the  driving  power  to  put  its  ideas  into  practice  :  in 
other  respects  it  would  leave  the  weaker  essentially  as 
he  is  now — a  wage-slave,  subject  to  the  will  of  a  master 
imposed  on  him  from  without.  However  democratically 
minded  Parliament  might  be,  it  would  none  the  less 
remain,  for  the  worker  in  any  industry,  a  purely 
external  force,  imposing  its  commands  from  outside 
and  from  above.  The  postal  workers  are  no  more 
free  while  the  Post  Office  is  managed  by  a  State  depart- 
ment than  Trade  Unionists  would  be  free  if  their  Exe- 
cutive Committees  were  appointed  by  His  Majesty's 
Minister  of  Labour. 

The  picture  I  have  drawn,  it  may  be  said,  nep1« •<  ts 
an  essential  factor — Trade  Unionism.  The  Coll<  <  t  ivist 
relie>  upon  the  organised  bargaining  power  of  the  worker 
to  correct  the  evils  of  bureaucracy  ;  he  looks  forward 
to  a  time  when,  in  every  State  department  and  in  every 
muniripalitv.  the  ri<;ht  of  the  Unions  to  speak  on  behalf 
of  their  members  will  be  fully  recognised  A  Mr.  and 
\\Vhh.  the  pioneer.-  of  -rimtilir  I  rad.-  Union 


iiapter  of 

Democracy,    Trade   I:  from 

becoming  unnecessan  >«H  i.di  will  tmn 

ng  enough  to 

resist   Imir.iurrary.   thry   will   «  mln*!  istrial 

frectl  mands  as  his  right. 

became  a  recognised  force  in 
vas  a  regular  scurry  among  the 
back-numbers    to    drink    again    of 
draughts  of  Industrial  Democracy.     I  ious  final 

was  constantly  quoted  to  i 

nothing  new  in  the  essential  parts  of 

tn- 1  that  Socialists  had  all  along  rcco^ 

ice  of  Trade  Unionism.     The  cob\\ 

.<>  solution  at  all  \\.^  « .illed  toTheTaid 
of    the    reaction  :     and    it    was   proposed   to   in. 
Indus:  mocracy,  a  ina  media  which  should  satisfy 

the  Syndicalists  without  violating  the  worn-out  phrases 
of  the  Collectivists.     Needless  to  say,  such  a  sol 
has  pleased  none  save  its  authors  ;   but  a  discussion 
of  it  is  the  shortest  way  to  the  heart  of  the  probl 

Collectivist    is    prepared    to    recognise    Trade 
iism  under  a  Colle<  •  :;ime.     But 

prepared  to  trust  Trade  Unionism,  or  to  enti 
with  the  conduct  of  industry.     He  does  not  beli< 

i  govern  n  an  industrial  democracy  ' 

embo  v  the  right  of  the  w<  manage 

^,  and  not  t:  t  to  control  UK! 

ildMn.in.  on  tin-  "thn  hand,  bases  his 
social  philosophy  on  the  idea  of  function.  In  th<- 
industrial  sphere,  he  desires  not  the  recognition  of 
Trad.  ^  by  a  (  -.  hut  the  recog- 

i  of  a  democratic  State  by  d  (imlds  con- 

trolling industry  in  the  common  intt : 
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Those  of  us  whose  hopes  of  working-class  emancipa- 
tion are  centred  round  tin  Trade  Unions  must  be 
specially  anxious  to-day.  When  the  war  l>n>k,  out 

Unionism  was  passing  through  a  critical  i> 
of  transition,  and  it  is  just  at  such  times  that  external 
shocks    are    most    dangerous.     Weary    of    their    long 
^rle  to  secure  '  reforms,'  weary  of  trying  at  least 
to  raise  wages  enough  to  meet  the  rise  in   pi 
weary,  in  fact,  of  failure,  or  successes  so  small  as  to 
amount  to  failure,  the  Unions  were  bednnin^  to  take 
a  wider  view  and  to  adopt  more  revolutionary  aims 
Mere  collective  bargaining  with  the  employers  would, 
they  were  beginning  to  feel,  lead  them  nowhere  ;  mere 
political  reforms  only  gilded  the  chains  with   which 
they  were  bound.     Beyond  these  men  began  to  seek 
some  better  way  of  overthrowing  Capitalism  and  of 
introducing    into    industry    a    free    and     democratic 
system. 

The  first  effect  of  this  change  of  attitude  was  seen 
in  the  more  militant  tactics  adopted  by  the  Unions. 
The  transport  strikes  of  1911  and  the  miners'  strike  of 
1912,  little  as  they  achieved  in  comparison  with  the 
task  in  prospect,  served  as  stimulants  throughout  the 
world  of  Labour.  The  Dublin  strike  and  the  London 
building  dispute  quickened  the  imaginations  thus 
aroused  and  set  men  thinking  about  the  future  of 
Trade  Unionism.  If  there  were  comparatively  few 
Syndicalists,  Syndicalist  and  Industrial  Unionist  ideas 
were  having  a  wide  influence  throughout  the  movement, 
while  the  new  doctrine  of  National  Guilds  was  slowly 
nin.H'  some  of  the  best  elements  in  the  Trade  Union 
world.  In  ^hort,  wherever  the  Unions  were  awake, 
the  thoughts  of  their  members  were  taking  a  new 
direction,  and  growing  bodies  of  Trade  Unionists  were 


'.ill 
demanding  the  control  of  industry  by  the  workers 

control  of  indust  .is  forced 

.4  of  Syndicalism  in  its  French 

and  American  foi  >t  new,  but  is  a  revival  of  the 

leas  of  working-class  combinations.     It  represents 

a  return,  after  a  long  sojourn  in  t  icrness  of 

materialism    and    reform,    to    the    idealism    of 

early    revolutionary -s.      Hut    this   time   the   idealism 

ihed  not  <»ul\-  v,  mhimentally  right  philo 

h  a  practical  policy.     The  new 

.it    only   by  means  of  Trade 

i  can  Capitalism   be  transformed,  and 

know  also  by  v:  thods  the  revolution  can  be 

accomplished.    They  aim  at  the  consolidation  of  Trade 

rces,  because  beyond  the  Trade  Union  lies 

:•!  : 

Trade  Unionism  of  to-day  must  rise  a 
monism,  in  which  craft  shall  be  no  longer 
• .  nor  industry  from  industry.     Indus- 
trial Unionism  lirs  next  on  the  road  to  freedom,  and 
Industrial  Unionism  means  not  only  '  One  Ind 
One  Union,  One  Card, 'but  the  linking-up  of  all  industries 

one  great  army  of  labour 

But   even   this  great   army  will  achieve  no  final 
victory  in  the  war  that  really  matters  unless  it  has 

>1  it  the  driving  force  of  a  great  coi 
idea.    This  idea  Guild  Socialism  fully  supplies.    The 
workers  cannot  be  free  unless  industry  is  managed 
and  organised  by  t  >  in  the  interests 

of  the  whole  community.     The  Trade  Union, 
has  bet  ii  till  now  a  bargaining  force,  disputing  with 
the  employer  about  the  conditions  of  labour,   must 
become  a  controlling  force,  an  industrial  republic.     In 
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out  of  the  bargaining  Trade  Union  must  grow  the 
producing  Guild. 

In  tin  Middle  Ages,  before  the  dark  ages  of  Capitalism 
descended  on  the  world,  industry  was  organised  in 
guilds.  Each  town  was  then  more  or  less  isolated  and 
self-sufficient!  and  within  each  town  was  a  system  of 
guilds,  each  carrying  on  production  in  its  own  trade. 
These  guilds  were  indeed  associations  of  small  masters, 
but  in  the  period  when  the  guilds  flourished  there  was 
no  hard-and-fast  line  between  master  and  man,  an«l 
the  journeyman  in  due  course  normally  became  a 
master.  The  mediaeval  guilds,  existing  in  an  undemo- 
cratic society,  were  indeed  themselves  always  to  some 
extent  undemocratic  ;  and,  as  Capitalism  began  to  take 
root,  inequality  grew  more  marked  and  the  guild  sys- 
tem gradually  dissolved.  Our  age  has  its  own  needs  ; 
and  the  guilds  which  Guild  Socialists  desire  to  see 
established  will  be  in  many  ways  unlike  those  of  the 
mediaeval  period  ;  but  both  are  alike  in  this,  that  they 
involve  the  control  of  industry  by  the  workers  them- 
selves. 

In  the  earlier  half  of  the  last  century  there  flourished 
a  society,  animated,  no  doubt,  by  the  best  intentions, 
which  called  itself  'The  Society  for  the  Diffusion  of 
l'-<  ful  Knowledge.'  It  was  the  aim  of  this  body, 
which  had  a  most  influential  backing  among  capitalists, 
politicians  and  University  professors,  to  demonstrate 
to  the  working  class  the  benefits  which  they  had 
received  from  the  introduction  of  machinery  and  the 
growth  of  the  industrial  system.  In  its  pamphlets, 
which  were  widely  circulated,  it  pointed  to  the  immense 
tse  in  the  supply  of  material  commodities  which 
machinery  had  made  possible,  and  to  the  consequent 
greater  prosperity  of  the  whole  community.  It  also 
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demonstrated  to  the  workers  the  app<  urns 

of  capital  and  labour  in  tin-  imiiMiul  svstnn.  ami 
>  of  political  economy  uhkh   hnallv   determined 
us,     11. i.  ing  don   thii   u  paused 
satiMi.-d.  and  tiianked  God  that  things  were  as  tl 
were. 

>  as  a  disturber  of  this  commercial  compla* 
thai    \\illi.tiit    M'.ins  takes  a  foremost  place  among 
As  poet  and  craftsman  alike,  he 
to    self-expression    thwarted 

conn  in  i  opened  hi*  ryes  and  saw^^aroi 

him   the  products  of  <  in,  and  kmw   t 

ot  good.     He  strove,  in  a  commercial  world, 

nd  things  that   wvre  not  commerci 
hut.  though  he  made  beautiful  things  and  made  them 
a  com  n  iccess,  he  was  not  satisfied.     He  desired 

ga  for  the  people  ;   but  he  found 
the  people  had  m  <>ney  to  buy,  nor  taste 

to  vain-  he  made.    The  more  he  sold  his  wares 

to  t  the  more  conscious  he  became  that 

imdn  comn.  in  there  could  be  for  the  many  no 

beauty  and  no  appreciation  of  beaut 

Ihi:  passed  from  Art  to  Soci a! 

because  he  saw  that  under  Capitalism  there  could  be 
no  art  and  no  happiness  for  the  great  majority.  As 
an  ait  1st,  he  based  his  Socialism  upon  art,  as  each  of 
a  Socialist  must  base  it  upon  that  in  life 
\vhii-h  h«  knows  best  and  values  most.  For  o»mn. 

a   blight   which   kdls  every  fine  flower  of 

<d    lifr. 

Morris's  conception  of  art  was  a  great  and  wide 
eption      Art    was   not   for  him  a   mere  external 
decoration  of  tl  .do      it  \sa-  thr  \ital  princi 

inspires  all  real  making.     He  did  not  mean  In 


44  THE  CASE  FOR 

,irt  merely  pictures,  sculpture,  poetry,  music,  or  '  arts 
and  crafts  '  ;  he  meant  the  making  of  all  things  that 
can  be  made  well  «r  ill.  beautifully  or  without  i< 
to  beauty.  He  held  that  all  true  art  springs  from  tin- 
life  of  the  people,  and  that,  where  their  life  is  good, 
art  will  flourish  naturally — that,  where  life  is  base,  art 
can  never  flourish.  He  saw  clearly  that,  so  long  as 
men  remained  in  thrall  to  the  industrial  system,  there 
could  be  no  good  art  and  no  good  life  for  the  mass  of 
the  people. 

Perhaps  he  did  not  see  so  clearly  the  way  out— that 
was  less  his  business.  What  he  did  was  to  put  clearly 
before  the  world  the  baseness  and  iniquity  of  indus- 
trialism, and  its  polluting  effect  on  civilisation  despite 
the  increase  of  material  wealth.  That  was  enough  for 
a  man  to  do,  and  Morris  did  it  well  and  thoroughly. 

Himself  above  all  a  craftsman  with  a  joy  in  the 
labour  of  his  hand  and  brain,  Morris  could  not  rest 
content  with  a  world  in  which  this  joy  in  labour,  to 
him  the  greatest  thing  in  life,  was  denied  to  all  but  a 
few.  He  was  by  nature  a  maker  of  things,  but  the  age 
in  which  he  lived  forced  him  to  divert  more  and  more 
of  his  energies  into  the  making  of  trouble.  Many 
people  are  puzzled  at  first  to  find  in  him  at  once  '  the 
happiest  of  poets,'  as  Mr.  W.  B.  Yeats  called  him,  and 
a  preacher  of  militant  Socialism.  They  fail  at  first  to 
reconcile  the  quiet  beauty  of  his  poetry  and  his  romances 
of  his  printed  books  and  his  decorations,  with  the  idea 
of  a  revolt  against  anything.  Yet  the  very  qualities 
that  went  to  the  making  of  these  things  also  made 
Morris  a  Socialist.  He  wanted  passionately  that  the 
things  men  had  to  make  should  be  worth  making — '  a 
joy  to  the  maker  and  the  user/ 

It  is  unfortunate  that  so  many  people,  especially  in 
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the  Labour  movement,  know  Morris  only.  01 

author  of  News  from  Nowhere.    They  will  get 

a  far  clearer  idea  of  his  view  of  life  from  his  books  of 

as  Hopes  and  Fears  for  which  he 

;s  conception  of  the  relation  of  a 
the  social  system.    'li.<  \    uill  mid  there  the  patriot 
who  loves  his  own  country  without  hating  or  desj 
others,  and  loves  it  for  u  «1  not  for 

its  p  a  the  race  of  nations.     They  will   tmd 

the  believer  not  unl>  in  a  popular  art,  but  in  an  art 

;ing  directly  limn  the  free  life  of  a  free  nation. 

the  Dream  of  John  Ball,  they  will  timi  still  more 
dearly  spoken  the  message  of  a  free  England,  in  v 
men  can  be  happy  because  their  lives  are  worth  \slulr. 
and  they  count  as  comrades  and  not  merely  as  '  hands  ' 
in  a  profit -making  system.  Or,  of  his  verse,  let  them 
turn  to  The  Pilgrims  of  Hope,  one  of  the  greatest  of 
modern  epics,  unfinished  as  it  is.  There  again  they 
will  tmd  the  hope  of  a  better  world  arising  through  the 

ng  and  willing  of  the  common  people  upon  the 
wreckage  ot  the  old  world.  When  they  know  these, 

will  be  better  able  to  understand  News  from 
Nowhere,  and  it  will  seem  to  them  less  a  vision  of  a 
far-off  and  even  impossible  Utopia  than  an  expression 
of  Morris's  firm  faith  in  the  ultimate  value  of  human 
happiness. 

1  have  dwelt  thus  upon  the  Socialism  of  William 
Morris  because  I  feel  that  he,  more  than  any  other 
prophet  of  revolution,  is  of  the  same  blood  as  National 
(itiililsmen.  Freedom  for  self-expression,  freedom  at 

.i>  wrll  as  at  K-M;ir.  fnvil.'in  to  serve  as  w 
to  enjoy — that  is  the  guiding  work  and 

of   hi  That,    too,   is  the  guiding  principle  of 

We  can  only  destroy  the  tyranny 
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of  machinery— which  i>  not  the  same  as  deMio\inur 
jiiu< hinery  itself — by  giving  into  the  hands  of  the 
workers  the  control  of  their  life  and  work,  by  fi 
them  to  choose  whether  they  will  make  well  or  ill, 
whether  they  will  do  the  work  of  slaves  or  of  fr< •<•  men. 
All  our  efforts  must  be  turned  in  that  direction  :  in 
our  immediate  measures  we  must  strive  to  pave  the 
way  for  the  coming  free  alliance  of  producers  and 
consumers. 

This  is  indeed  a  doctrine  directly  in  opposition  to  the 
political  tendencies  of  our  time.  For  to-day  we  are 
moving  at  a  headlong  pace  in  the  direction  of  a  'national' 
control  of  the  li ves  of  men  which  is  in  fact  national  only 
in  the  sense  that  it  serves  the  interests  of  the  dominant 
class  in  the  nation.  Already  many  of  the  Socialists 
who  have  been  the  most  enthusiastic  advocates  of 
State  action  are  standing  aghast  at  the  application  of 
their  principles  to  an  undemocratic  Society.  The 
greatest  of  all  dangers  is  the  '  Selfridge  '  State,  so  loudly 
heralded  these  twenty  years  by  Mr.  '  Callisthenes  ' 
Webb.  The  workers  must  be  free  and  self-governing 
in  the  industrial  sphere,  or  all  their  struggle  for  emanci- 
pation will  have  been  in  vain.  If  we  had  to  choose 
between  Syndicalism  and  Collectivism,  it  would  be  the 
duty  and  the  impulse  of  every  good  man  to  choose 
Syndicalism,  despite  the  dangers  it  involves.  For 
Syndicalism  at  least  aims  high,  even  though  it  fails  to 
ensure  that  production  shall  actually  be  carried  on,  as 
it  desires,  in  the  general  interest.  Syndicalism  is  the 
infirmity  of  noble  minds  :  Collectivism  is  at  best  onlj 
the  sordid  dream  of  a  business  man  with  a  conscience. 
Fortunately,  we  have  not  to  choose  between  these  two  : 
for  in  the  Guild  idea  Socialism  and  Syndicalism  are 
reconciled.  To  it  Collectivism  will  yield  if  only  all 
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>  of  freedom  \\ill  r.ill\    i"UM«l  the  banu- 
has  a  message  f<  especially  such  as 

school  of  Socialism  has  had.  the  Trade  Union 

shall  LMow  th'  and  in  thr<  .ui  1<J  alone  is  freedom 

iui    the  worker  and  a  release  from  the  ever-present 
tyranny  of  modern  in«lu>tn.ilism. 


CHAPTER   III 

THE   RE-ORGANISATION   OF  TRADE   UNIONISM 

THE  events  of  the  war  have  shown  clearly  to  all  the 
world,  as  nothing  else  could  have  done,  the  potential 
strength  and  the  actual  weakness  of  Labour.  To 
intelligent  Trade  Unionists  all  over  the  country  they 
have  brought  home  the  need  for  a  drastic  re-organisa- 
tion of  the  machinery  of  the  Trade  Union  movement. 
More  and  more,  the  younger  workers  are  seeing  that 
no  mere  piecemeal  adaptation  of  the  old  Trade  Unionism 
will  meet  the  case  :  what  is  wanted  is  a  new  policy  and 
a  thorough  reconstruction. 

Those  who  hold  this  view  are  not  blind  to  the 
enormous  difficulties  that  are  in  the  way.  We  are  a 
conservative  race,  and  our  conservatism  is  exagge- 
rated in  our  institutions.  The  structure  of  the  Labour 
movement  has  been  erected  piecemeal  and  without  a 
deliberate  plan,  and  in  the  good  old  way  we  should 
vastly  prefer  still  to  proceed.  But  the  moral  of  recent 
events  is  too  plain  to  be  ignored.  The  machinery  of 
Trade  Unionism  is  giving  way  under  the  pressure  of 
new  circumstances,  and  nothing  short  of  drastic 
re-organisation  can  save  it  from  collapse. 

There  are  at  least  two  groups  of  events  that  are  a 
clear  sign  of  the  crisis  in  Trade  Unionism.  Beginning 
before  the  war,  but  continuing  without  interruption 
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1  the  war,  the  struggle  between  Craft  Unionism 
and  Industrial  Unionism  has  done  much  to  undermine 
the  old  order.  The  National  Union  of  Rail  way  men 
stands  not  only  for  a  new  conception  of  Trade  Union 

but  also  for  a  new  policy.     It  is  the 
model '  of  t\v  :iryTradel 

Amalgamated  Society  <> :  •  ers  was  t he 

model '  of  1850. 

Secondly,  within   the  Unions  themselves,  we  : 
the  pi  Between  the  leaders  and  the  rank 

conflict    finds    expression    in 

ways  ;    but  by  far  the  most  significant  are 

and  file  movements  centred  in  the 

have  sprung  up  in  many  of  the  largest 

Bering  districts.     When   Mr.   Arthur    Henderson 

and  Mr.  Lloyd  George  accuse  the  Clyde  Workers'  Com- 

»•  of  being  '  in  revolt  against  Trade  Unionism/ 

they  ;  :nply  that  the  shop.stewards  who  compose 

ommittee  have  a  new  conception  of  Trade  Union 

action  whirh  they  desire  to  substitute  for  the  conception 

of  Mr.  Arthur  Henderson  and  hi^  Mlows,  and  in  pur 

suance  of  u  hi'  h  they  are  driven  to  take  unconstitutional 

action  and  to  set  the  officials  of  their  Unions  at  defiance. 

.1  real  conflict  of  policy  and  purpose  between 

the  old  school  of  Labour  leaders  and  school  of 

1  filers,'  and,  whatever  the  issue  may  hx 
conmYt   is  likely  to  cause  drastic  internal  changes  in 
the  Trade  Union  movem 

The  third  problem  has  to  do  neither  with  the  relations 

between  particular  Unions  nor  with  the  internal  go 

ment  of  the  Unions,  but  with  the  general  co-ordination 

of    Trade   Union    activities.    The   war    has   brought 

.  into  the  light  of  day  the  general  disorganisation 

army  of  Labour  and  the  absence  of  any  authority 

o 
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il>le  either  to  speak  for  Labour  as  a  whole  or  to  recon- 
and  co-ordinate  the  separate  policies  of  the  various 
sections.  This  weakness  is  especially  clear  in  relation 
to  the  formulating  of  Labour  policy  for  the  period 
after  the  war,  most  particularly  the  demands  to  be 
made  in  connection  with  the  Government  pledges  to 
restore  Trade  Union  conditions.  It  seems  to  be  no  body  - 
business,  or  at  any  rate  not  to  be  within  any  body's 
power,  to  do  so  much  as  attempt  to  bring  together 
and  reconcile  the  conflicting  sections  of  Labour  opinion, 
or  to  provide  a  common  policy  for  the  skilled,  the  un- 
skilled and  the  women  Trade  Unionists. 

Our  programme,  therefore,  of  Trade  Union  re- 
organisation will  fall  mainly  under  three  heads.  We 
shall  have  to  see  what  changes  are  necessary,  first,  in 
respect  of  the  structure  of  the  Trade  Union  movement  ; 
secondly,  in  respect  of  its  internal  organisation  and 
government ;  and  thirdly,  in  respect  of  the  better  co- 
ordination and  solidarity  of  the  whole  army  of  Labour. 

I  do  not  propose  to  go  over  again  the  ground  already 
covered  with  some  fullness  in  an  earlier  book  of  mine,1 
but  merely  to  summarise  the  various  problems  and  to 
suggest  possible  solutions,  particularly  in  view  of  more 
recent  developments  of  Trade  Union  action  and 
theory.  These  developments  have  not  altered  the 
views  suggested  in  that  book  ;  but  they  have  in  some 
respects  materially  added  to  and  supplemented  them. 
A  short  summary  of  the  situation  as  I  now  envisage 
it  will  probably  serve  better  than  anything  else  to 
bring  home  the  need  for  a  thorough  everhauling  of 
the  whole  Trade  Union  movement. 

In  theory,  the  great  bulk  of  active  Trade  Unionists 
seem  to  agree  that  drastic  changes  are  required.  Put 

1  The  World  of  Labour,     Third  edition.      1017.     ('»    iielUV 


TRADE  UNIONISM  51 

the  case  for  amalgamation,  or  the  case  for  internal 
re-orgai  use  for  working-class  solidarity 

big  me<  le  Unio:  «1  they 

\\ili  <    idially  and  heartily  agree.     But  ask  these  s.-. 
•  le  Unionists  to  take  the  steps  necessary  to  v 
effect  to  these  ideas,  and  a  very  large  proportion  of 
:i  \\ill   draw   lurk   «>r  remain  apathetic.     At  once 
A  ill  surest  themselves  ;  atom  iole 

fort  u  ill  array  itself  on 

of  reaction.     A  m»  i  as  old 

as  our  Trade  Union  movement  without  .my  thorough 

iling  has  naturally  gathered  much  moss,  and 

>que  appearance  which  this  moss  pres< 
seems  to  be  regarded  as  a  sufficient  reason  for  not 
clearing    it    away.     Moreover,    like    all    movements, 
Trade  Unionism  tends  to  develop  into  a  interest. 

The  official  too  often  regards  his  job  as  a  gilt-edged 
sec  i  :ibers  as  his  private  property. 

rnber,  especially  in  the  Craft  Union,  is  apt 
look  on  all  amalgamators  and  advocates  of  be 
organisation  as  sinister  plotters  with  designs  on  the 

ndly   benefits   to   which    his   contributions  ent 
him.     These,  and  <  r  causes,  hinder  the  re- 

organisation of  Trade  Unionism  on  more  efficient  lines, 
and  cause  the  advocates  of  solidarity,  after  a  while,  to 
give  up  the  task  in  »!«•>} 

How  far  has  the  war  been  able  to  shake  Trade  Unit 
out  of  it  are  after- war  conditions 

likely  to  stir  it  still  more?  On  the  answer  to  these 
questions  largely  depends  our  hope  of  re-organisation 
and  of  advance.  It  is  certain  that  th  ^  of  the 

war,  and  especially  the  industrial  changes  wlm  h  i 

ilted  from  the  ;;ened  among  Trade 

Unionists  a  qur  Dt  of  intellectual 
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activity.  In  every  district  up  and  down  the  country 
men  have  been  trying  to  get  a  clearer  view  of  Trade 
Union  purpose  and  method.  Cii<  1<  ^  have  been  formed 
for  the  study  of  Trade  Union  problems  :  special  com- 
mittees of  enquiry  have  been  started  by  Trades  Coun 
and  Trade  Union  branches  :  the  workers  have  realised 
more  clearly  than  of  old  the  need  for  education  ami 
enlightenment.  These  things  will  certainly  produce 
their  effect.  Members  of  different  Trade  Unions  and 
industries  have  been  brought  closer  together,  and  h 
come  to  realise,  not  only  each  other's  point  of  \  i 
but  the  point  of  view  that  is  common  to  them  all. 
There  is,  then,  hope  that,  if  the  need  is  clearly  realised, 
and  the  remedy  clearly  set  forth,  the  Trade  Union 
movement  will  rise  to  the  occasion,  and  re-adjust  its 
machinery  to  meet  the  new  conditions.  If  it  does  not, 
it  is  safe  to  prophesy  that  what  it  fails  to  bring  about 
by  voluntary  re-adjustment  will  emerge  in  the  long  run 
out  of  devastating  internal  conflict. 

TRADE  UNION  STRUCTURE. — No  one  who  has  any 
claim  to  speak  with  authority  in  the  Trade  Union 
world  now  questions  the  need  for  amalgamation  of 
Trade  Unions  on  the  most  extensive  scale  that  is 
possible.  Every  one  agrees  that  the  continued  existence 
of  eleven  hundred  odd  distinct  Unions  is  both  absurd 
and  disastrous,  and  agrees  in  theory  that  the  number 
ought  to  be  drastically  reduced.  But  every  one  is  not 
agreed  on  the  form  which  amalgamation  ought  to  take, 
and  still  less  is  every  one  willing  to  make  the  mutual 
concessions  by  which  alone  amalgamation  can  be 
brought  about. 

Broadly  speaking,  there  are  two  conflicting  theories 
of  Trade  Union  structure.  One  party  believes  that 
skilled  and  unskilled  should  be  organised  in  separate 
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.  aiul  Hoards  Trail*-  I'MI-TUMM  m.iinlv  !r.:ii  th«- 

point  of  view  of  •  :  n.  in.  wh<   desires  to 

protect  his  standard  of  life  not  only  aga  mployer, 

Iso  against  '  :•  -1  workers  below  !. 

is   tin-   (Lift    l'i:  Curiously  and  yet 

illv  this  |).isiii,,M  nntU  .ilh<  s  am 
who  hold  that  by  organising  apart  they  can  protect 
interests  agai  kill.  .1  workers  as  well  as  a: 

the  employe!  Billed  and  unskilled  are 

organised  together  they  hold  that  the  skill-  <  1  int.  -n 
uinph. 

the  other  side  are  ranged  those  who  believe  that 

l>e  organised  in  the  same 

id  Trad  mainly  from  the 

of  view  of  the  class  simple.  On  this  \i<-w,  the 
•  •nces  between  sections  of  the  working  cla> 
fatal  to  the  advancement  of  that  class  and  of  UK- 
community,  and  such  differences,  which  can  be  only 
secondary,  should  be  harmonised  inside  a  common 
organisation  built  on  a  class  basis.  This  is  the  Indus- 

hut  it  belongs  also  to  certain 

types  of  Union  which  are  not  sti  idustrial  ' 

in  structure. 

>e  two  theories  lead  to  two  differing  forms  of 
•Trade  Union  organisation.  Craft  Unionism  groups  in 
the  same  ation  all  workers  who  are  doing  the 

saint   kind  of  work  or  who  are  engaged  upon  the  same 
process  —  all   weavers,   all   carpenters,   all   clerk 
labourers.     Industrial  Unionism,  on  the  other  : 
groups  in  the  same  organisation  all  workers  who  are 
co-operating  in  producing  the  same  product  or  type 
of  product  —  all  \\  -\  or  about  mines,  on  or  about 

railways,   all  engineering  and  shipyard  workers,  all 
building  workers,  etc. 
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i^>  a  very  rough  statement  «»i  the  ri\al  the. 
and  there  are  numerous  complications  when  we  try 
to  apply  it  in  practice.  For  instance,  either  form  of 
organisation  may  be  broad  or  narrow.  A  Union  may 
be  confined  to  a  single  craft  or  industry,  or  several 
kindred  crafts  or  industries  may  be  grouped  t«»-<  tli«  r 
in  a  single  Union.  In  such  cases,  broad  may  fall  out 
with  narrow,  and  yet  broad  and  narrow  may  combine 
to  do  battle  with  Unions  of  the  opposite  type. 

Roughly,  however,  despite  complications,  tin-   dis- 
tinction holds.     Above  the  countless  subordinate  ty: 
of  Trade  Union  organisation  stand  out  the  two  main 
types  —  crafts  and  industrial,  and  between  these  two 
the  battle  rages. 

There  are  two  main  arguments,  either  in  itself 
sufficient,  in  favour  of  Industrial  Unionism.  But 
both  these  arguments  hold  good  only  on  an  initial 
assumption. 

The  first  argument  is  that  Industrial  Unionism  pro- 
vides the  stronger  force  to  use  against  the  capitalist. 
Advocates  of  Industrial  Unionism  always  point  out  that 
against  the  mass  formation  of  Capitalism  a  mass  forma- 
tion of  Labour  is  needed,  that  Craft  Unionism  has  not 
the  strength  to  combat  the  vast  aggregations  of  Capit  al  . 
that  it  leads  essentially  to  dissension  in  the  work 
ranks,  that  it  enables  the  employer  to  play  off  one  set 
of  workers  against  another,  and  so  to  strengthen  the 
capitalist  organisation  of  industry.  These  ar^um 
are  overwhelming  in  force  if,  but  only  if,  Trade  Unionism 
is  regarded  as  a  class-movement  based  upon  the  f  •lass- 
Biggie.  If  it  is  not,  may  not  the  skilled  worker  be 
right  to  fear  alliance  with  the  man  further  down,  and 
may  he  not  see  more  hope  for  himself  in  holding  the 
unskilled  worker  under,  and  thereby  preserving  his 
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own  monopoly  <  May  be  not  tx 

Jack  LonoV  *on  Heel  ami  II.  G.  WelK  in 

<lteptr  Awn  isaged  a  state  of 

apitahsin  h  phed  foi 

Mde.  an<i 

help  e\  -he  more  se< 

and  i  Far  be  to  say  that  this. 

•/thin^  like  it.  is  in  the  mind  of  the  Craft  Uii. 

to-day      but  it  is,  I  i  logical  outcome  of  Craft 

If   the   skilled   workman  so  much   needs 

ian  beneath  him  that  they  cannot 

organise  together  against  Capitalism  >o  long  a 

step  for  him  to  ally  himself  with  <  apit ah^rn,  and  to  sell 

lass    for   security   and   better   conditions   under 

not  for  a  moment  suggest  that  any  Craft  Union 

though  I  do  suggest  that  some  capr 
uill  play  l"!  it  in  the  period  of  reconstruction 

v  will  mm.  killed  Trade  Union- 

specious  proposals  that  offer  immediate  advantages  to 
i,  and  in  it  turn  for  these  advantages  they 
will   endeavour  to  bring  the  ^killed  Unions  o\ 

i.   to  achieve  a  'National  Alliance  of  Em- 
is  and  the  Better  Class  of  Employed/  and  so  to 
bfl  path  "f  r\pl«»itation.     I  do  not  suggest 
««-h  offers  being  accepted, 
lerstood  ;  but  I  do  suggt  he  sooner 

^hall  be. 

\\  >asc  our  '  nion  organisation  firmly 

upon  the  cl.i  :iise  as  to 

promote  the  unity  <>t  ;  class.     Does 

must  move  constantly  in  the 
:i  of  In«: 
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The  first  argument  in  f.i\oiir  of  Industrial  Unionism 
then,   is  this.     It  alone  is  consistent    with   the  class- 
struggle  :   it  alone  is  true  to  the  principle  of  democracy 
and  fraternity. 

The  second  argument  is  no  less  fundamental,  and  it 
again  rests  on  an  assumption.     If  the  purpose  of  Trade 
Unionism  is  merely  protective,   if   it   exists  only 
maintain  or  improve  conditions  of  employment  within 
the  wage-system,  then  there  is  no  case  for  one  form  of 
organisation  rather  than  another.     We  can  decide 
expediency  may  suggest.     But  if  the  purpose  of  Trade 
Unionism  is  a  bigger  and. a  finer  thing  than  the  mere 
protection  of  the  material  interests  of  its  members  ;  if, 
in  fact,  Trade  Unionists  have  set  before  themselves  tin 
positive  aim  of  winning,  through  their  Unions,  self- 
government  in  industry,  there  can  be  no  doubt  about 
the  right  structure.     Clearly,  Craft  Unions,  based  on 
process  and  not  on  product,  cannot  make  any  effective 
claim  to  control  industry.     Only  an  Industrial  Union 
embracing  the  whole  personnel  of  an  industry,  can 
assume  control  over  that  industry. 

It  is,  no  doubt,  natural  that,  in  the  past,  Trade 
Unionists  have  thought  more  of  the  immediate  effect 
of  their  organisation  in  maintaining  or  improving 
conditions  than  of  the  provision  of  a  constructive 
alternative  to  the  existing  system.  This  is  not  true 
of  the  advanced  sections  in  the  Labour  movement 
to-day.  Some  of  them  at  least  see  that  their  effective- 
ness depends  on  the  possession  of  a  constructive 
alternative  ;  but  there  are  still  some  who  are  impatient 
of  theories  about  the  future  organisation  of  Society. 
Such  men  feel  that  it  is  their  first  business  to  attack 
and  overthrow  Capitalism,  and  that,  till  our  industrial 
system  lies  in  ruins,  it  is  hopeless  to  think  of  detailed 
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rnrthods  ol  reconstni  This  is  certainly  a  short - 

sight<  .UK!  it  is  nf  th«  greatest  significano 

the  Guild  idea  is  now  taking  hold  of  the  workers  with 
growing  strength  and  rapidity,     l  «>n  one. 

grasp  the  central  dogma  of  National  <.uiM-.  id- 
see  that  along  with  th<    work  of  destruction  must  go 
a  process  of  building  up,  and  that  the  new  Society 
be  developed  by  the  workers  themselves  out  of 
the  materials  whi<  h  th<  capitalist  system  affords. 

.it  any  rate,  are  in  no  danger  of  failing  to 
understand  ti  M-y  agree  with  the  Syndicalists  in 

recognising  that  the  Trade  Union  is  the  germ  ot 
body  which  will  in  the  fullness  of  time  assun 
conduct  of  industry.     It  is  important  that  they  should 
go  further,  and  see  clearly  that  the  success  of 
efforts  depends  on  the  development  of  Trade  Union 
•are  in  the  near  future.     Guild  Socialists  cannot 
afford  to  dismiss  this  question  of  structure  as  being 
merely  a  problem  for  experts  in  industrial  action.     It 
does  matter,   from   the  point   of  view  of  economic 
reconstruction,  no  less  than  from  that  of  efficiency  in 
the   class-struggle,   that    Industrial  Unionism  should 
triumph  as  quickly  as  possible. 

Coll  who  pretend  to  be  more  or  less  sym- 

patht  •  uild  Socialism  always  plead  that  enlarged 

powers  should  be  given  to  the  Trade  Union  under 
Socialism  as  an  '  organ  of  en  They  maintain 

>ns,  so  far  from  losing  their  importance, 
will  rvmuin  powerful,  and  will  receive  large  powers  of 
representation   and   consultation    from    the   Sex 
State.     In  short,  they  dream  of  industry  run  by  a 
series  of  State   depart nu-nts    which   concede   t 
Unions,  as  bargaining  bodies,  complete  recogi 
But.  in  their  vision  of  the  future  Society,  the  Trade 
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I'nion  remains,  so  far  as  control  is  concerned, 
always  external,  advisory,  critical.  It  ne\  ;mes 

control,  and  leaves  to  the  State  the  function  of 
advising,  criticising  and  bargaining  as  an  external 
body. 

It  is  not  necessary  or  relevant  here  to  expose  tin 
futility  of  the  Collectivist  view.  What  is  important 
now  is  to  point  out  that  either  of  the  two  possible 
bases  of  Trade  Union  organisation  might  conceivably 
suffice  under  Collectivism,  though  even  here  the 
'  industrial  '  basis  is,  from  a  fighting  point  of  view,  by 
far  the  more  efficient.  For  the  Guild  Socialist  ther 
no  such  choice.  He  looks  forward  to  a  state  of  Society 
in  which  the  actual  conduct  of  industry  will  belong  to 
the  Guilds,  and  he  sees  clearly  that  this  will  come  about, 
not  through  the  voluntary  concession  of  such  pov> 
by  the  State,  and  still  less  through  the  '  setting-up  of 
Guilds  by  the  State/  but  as  the  result  of  the  per  ;-t<  nt 
demands  of  the  Trade  Unions  themselves.  Only  by 
the  impetus  of  their  own  intelligence  and  economic 
power  can  the  workers  pass  from  the  era  of  collective 
bargaining  to  the  era  of  collective  control,  to  Guild 
Socialism  from  the  wage  system. 

If,  then,  the  workers  are  to  demand  control  from  the 
State  or  from  the  employers,  they  must  build  up  an 
organisation  capable  of  assuming  control.  Clearly  such 
a  body  must  be  '  industrial  '  in  structure.  All  work*  is 
in  or  about  mines  must  be  in  the  Miners'  Union,  the 
whole  personnel  of  the  cotton  mills  must  be  in  the 
Union  of  the  Cotton  Industry.  A  body  consistin 
clerks  or  mechanics  or  labourers  drawn  from  a  number 
of  different  industries  can  never  demand  or  assume  the 
conduct  of  industry.  It  can  secure  recognition,  but 
not  control.  A  Postal  Workers'  Union  or  a  Railway 
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in  l>"th  demand  and  set 
is*  conti 

no  doubt  whv  not  a  few  Collectivists— many 

of  whom  are  less  fools   th.ni   bureaucrats — have  an 

•  eding  tenderness  f or  t h «•  pm iciple  of  Craft  U nionism. 

to  dwell  lo\.  Q  th«-  natmr  of 

bond   which   binds  ;    and, 

icy  are  driven  from  t  In-  advocacy  of  old-fashioned 

in  face  of 

modern  Ca;  tiny   fall   back   upon  a  'greater 

oc<  i  >in.    whu  h  unites  several  kindred 

crafts  in  one  Union,  but  preserves  intact  the  occupa- 

One  instance  will  explain  this.     Advocates  of  amal- 
gamation on  an  industrial  basis  often  have  thrown  in 
es  the  Amalgamated  Society  of  Engineers,  and 
are  told  either  that   this  is  amalgamation  <»f 

tlu-  A.S.K.  has  failed  to  eliminate 
'  Unions  as  the  Patternmakers,  the  Core- 
ami   th«-    Ii"iifounders  from   the  eogn 

•herefore,  Unionism  is  right 

and   amalgamation   wrong.     Whichever   is   said, 
answer  is  obvious.     The  A  v  I      is  not  an  industrial 
but  an  occupational  amalgamation.     It  includes  men  of 
a  number  of  skilled  crafts  ;   but  it  has  never  aimed  at 
organising  every  work,  r  in  t: 

s,  therefore,  not  at  present  a  body  capable  of 
assuming   any   great    measure   of   in< 
though  it  may  prove  to  be  the  nucleus  a  body. 

But  it  could  only  become  capable  of  control  by  becon 

1  Union. 

>f  Trade  Unionism,   then,  must  be 
imi  c  to  serve  its  purpose  of  fighting 

Capitalism,  or  to  take  on  its  newer  and  higher  function 
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ontrol.     Out  of  Craft  Unionism,  however  widely  its 
net  is  spread,  can  come  only  bureaucracy  tempered  by 

ognition  :   Industrial  Unionism  will  not  only  serve  as 
an  instrumt  nt  in  the  war  apiin>t  the  wage-system,  but 
will  also  prepare  the  workers,  while  they  are  eng;i 
in   the   struggle,    for   the   period   of  direct   industrial 
control  which  awaits  them  at  its  end. 

I  have  dealt  with  the  problem  of  structure  bru-lly 
and  without  any  attempt  to  face  the  obvious  difficult  • 
because  I  wish  here  to  paint  in  very  broad  outline   tin 
steps  necessary  for  a  re-organisation  of  Trade  Union 
methods  and  policy.     We  have  seen  now,  first,  that 
amalgamation    of    Unions    is    urgently    needed,    and 
secondly,  that  amalgamation  ought  to  follow  '  indus- 
trial '  lines.     We    must    now  turn  to  the  problem  of 
internal  government. 

Long  before  the  war,  difficulties  between  the  leaders 
and  the  rank  and  file  were  a  familiar  feature  of  Trade 
Union  politics.  Moreover,  the  situation  in  this  respect 
was  steadily  worsening  as  the  rank  and  file  movement 
grew  stronger.  The  war  has  served  very  greatly  to 
intensify  the  old  differences,  and  there  is  no  doubt 
that,  as  soon  as  the  burden  of  war  is  removed,  there 
will  be  warm  times  for  certain  Trade  Union  lead 
The  industrial  truce  and  the  suspension  of  normal 
movements  directed  against  employers  through  con- 
stitutional Trade  Union  channels  have  driven  the 
rank  and  file  to  some  extent  to  take  matters  into 
their  own  hands.  Unofficial  movements  have  grown 
up,  and  unconstitutional  action  has  been  taken  only 
to  be  discountenanced  by  the  officials  and  executi 
of  the  Unions  concerned.  Many  hard  thin 
been  said  of  officials,  and,  on  their  side,  the  officials 
have  not  only  said  many  hard  things  of  the  rank 
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and  file,  but  also  become  less  democratic  and  more 
prone  to  insist  on  to  power.     This  ten- 

y  has  been  aggravated  by  <  mces :   the 

i  the  Press  hav<  .tried  of  appeal- 

good,  well-behaved  leaders  against  the 
naughty  rank  and  file,  and  the  leaders  have  been 
•waged    in    tin-    l>-  for    them    to 

command,  urn)  members  to  obey. 

mi  a  blessed  Glendoveer : 

ic  to  speak,  and  yours  to  hear/ 

re  are  Glendoveers  and  to  spai  Labour 

powers  that  be  take  great  delight 
tiling  them  '  blessed.'     In  fact,  as  we  have  prus- 
:iised  our  tl  life,  we  have,  to  the  measure  of 

power,  prussianised  Trade  Unionism.     But,  since 
it  has  not  been  possible  to  do  the  job  with  ;my  com- 
pleteness, the  result  has  been  the  creation  of  a  truly 
idable  movement  of  revolt. 

ike  two  instances  of  this  tendency.    Realising 

tin  int.lf.  lised  control  \  men  before 

placed  full  power  ovn  trade  movements  in  the 

it  ir  executive.     At  once  came  a  reaction 

If  more  democratic  control.     First,  the  general 

meeting  of  delegates  managed  to  get  control  of  big 

questions  of  policy,  and  subsequently  to  amend  the 

rules  so  as  to  recognise  its  right  to  control.     Secondly, 

District  Council^  which  are  explicitly  barred  by 

•••in  t.ikinu;  any  share  in  the  formulation  of 

policy,  have  in  fac  the  motive  power  in  every 

forward  movement  during  the  war  period.    They  have 

pushed  the  executive  and  the  official  y  have 

largely  controlled  the  general  meetings  ;  and  now,  they 

are  playing  the  foremost  part  in  the  formulation  of 

N.U.R.  policy.    Thus  the  rank  and  file  organisation 
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has,  in  this  case,  established  its  control  over  the  -  >!tiri,tl 
machinery  of  the  Union. 

The  second  instance  is  that  of  the  various  \V»«i 
and  Shop  Stewards'  Committees  which  have  sprung  up 
in  a  number  of  engineering  centres,  notably  the  Clyde 
and  Sheffield.  These  committees  are  probably  th«- 
most  significant  of  all  the  developments  of  lattrr-«lav 
Trade  Unionism,  and  the  problem  which  they  raise  is 
one  which  calls  urgently  for  solution. 

Active  Trade  Unionists  have  long  lamented  th«   u,  k 
of  interest  among  their  fellows  in  Trade  Union  branch 
meetings.     The  branch  meetings  are  usually,  except 
the  occasion  of  some  general  forward  movement,  ill- 
attended,  and  serve  in  the  main  only  as  places  at  which 
contributions  can  be  paid.     The  members  of  the  branch 
have  in  common  one  with  another  their  membership 
of  the  same  trade  or  industry  ;  but,  apart  from  gen* 
trade  questions,  they  have  few  common  pre-occupati 
or  problems.     They  work,  as  a  rule,  for  various  < 
ployers,  and  the  employees  of  a  single  firm  are  sea  1 1  <  T<  •(  1 
in  a  large  number  of  distinct  Unions  and  branches.     In 
fact,  in  most  cases,  the  Trade  Union  branch  is  based 
not  on  the  workshop;  but  on  the  private  residence. 
The  Gorton  branch  of  a  Union  will  consist  not  of  the 
men  who  work  in  Gorton,  but  of  the  men  who  live 
there  :    those  who  work  in  Gorton,  but  live  elsewhere, 
will  be  scattered  far  and  wide  in  other  branches. 

It  has  long  been  the  practice  of  certain  Trade  Unions, 
in  certain  districts,  to  appoint  shop  stewards  to  look 
after  the  interests  of  their  members  in  the  workshops. 
In  a  good  number  of  cases,  there  have  also  been  formed, 
either  by  the  Unions  or  spontaneously,  shop  committees 
with  the  same  object.  Wherever  such  organisation  in 
the  worshop  has  been  strong,  it  has  undoubtedly  helped 
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to  make  Trade  Unionism  a  more  vigorous  and  aggressive, 
if  also  a  more  mi!  <       In  the  last  two  years  the 

hop  movement  has  received  a  great  impetus.    Not 
only  have  more  and  more  (list  IK  ts  been  setting  up  shop 
stewards  and  workshop  committees  :    there  has  also 
been  a  tendency  for  the  shop  stewards  from  all  til-- 
shops in  the  district  to  come  together  in  a  ( 
.-.  and  fur  this  rummittee  to  arrogate  to 
very  considerable  powers. 

For  instance,  the  Clyde  strike  of  February  1915  was 

>rk  of  an  ad  hoc  organisation,  the  Gnu  il  Labour 

Irawal  Committee.     About  the  middle  of  1915, 

this  body  adopted  its  present  t  it  lr  of  the  Clyde  Workers' 

Committee.     It   is.  in  the    mam,  a  committee  of  shop 

stewards,  drawn  from  all  engineering  and  shipbuilding 

:is,  and  representing  a  very  large  proportion  of 

the  Clyde  establishments.     A   similar  committee,  no 

less  strong,  exists  in  Sheffield,  and  there  are  similar 

organisations  in  many  of  the  larger  «: 

Now,  these  committees  are  both  hopeful  and  dan- 
gerous. They  are  hopeful  in  that  they  have  H 
found  a  method  of  organisation  that  is  t.u  more  effective 
and  stimulating  than  the  older  Trade  Union  methods  : 
but  they  are  also  dangerous  in  that,  by  usurping  the 
powers  and  functions  of  the  recognised  lex  .inery 

of  the  Unions,  they  throw  Trade  Unionism  out  of  gear, 
and  cause  a  deal  of  energy  to  be  wasted  in  fi 
between  the  officials  and  the  rank  and  file. 

true  basis  of  Trade  Unionism  is  in  the  workshop, 
and  failure  to  realise  this  is  responsible  for  much  of  the 
weakness  of  Trade  Unionism  to-day.  The  workshop 
affords  a  natural  unit  \\  a  direct  stimul 

and  control  by  the  rank  and  file.    Organi- 
sation that  is  based  upon  the  workshop  runs  the  best 
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chance  of  being  democratic,  and  of  conforming  to  the 
principle  that  authority  should  rest,  to  the  gr< 
possible  extent,  in  the  hands  of  the  governed.  This 
will  fail  to  recommend  it  to  those  Trade  Union  leaders 
who  resent  every  sign  of  activity  among  the  rank  and 
file  as  a  slight  upon  their  personal  capacity  for  govern- 
ment, and  who  desire,  in  the  true  fashion  of  parlia- 
mentarians, to  subordinate  both  the  people  and  the 
legislature  to  the  executive.  But  with  their  opinion 
we  are  not  concerned.  More  conscious  democracy  is 
needed  in  the  Trade  Union  movement,  and  this  01 
sation  based  on  the  workshop  does  at  least  help  to 
provide. 

If  the  workshop  is  the  right  unit  for  Trade  Union 
organisation,  surely  the  moral  is  plain.  Colossal  waste 
of  energy  is  involved  where  the  workers  have  to  build 
up  an  unconstitutional  workshop  organisation  outside 
the  recognised  local  machinery  of  the  Trade  Unions. 
Take  the  present  position  on  the  Clyde.  There  are  in 
the  Clyde  area  several  hundred  Trade  Union  branches 
connected  with  the  engineering  and  shipbuilding 
industry.  The  vast  majority  of  these  are  based,  not 
on  any  particular  works  or  workshop,  but  on  the 
habitancy  of  their  members.  Above  them  come  a 
considerable  number  of  District  Committees  of  various 
Unions,  consisting  of  delegates  from  branches.  Then 
come  several  allied  trades  committees  and  the  District 
Committee  of  the  Engineering  and  Shipbuilding  Trades' 
Federation.  This  is  the  official  and  constitutional 
machinery.  On  the  other  hand,  there  are  in  most 
shops  shop  stewards,  elected  by  the  men  in  the  shop, 
but  ratified  by  their  own  Unions  ;  sometimes  there 
are  shop  committees  also  ;  and  there  is  over  these 
the  unofficial  Clyde  Workers'  Committee,  which  is 
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usually  in  conflict  with  tin-  two  in.^t  JH>\\«  iful  official 
bodies.  ngineering   and  ng    Trades' 

and  th«  t  Committee  of  the  Amal- 

gamated Society  of  Engine* 

>t   difficult    to  realise   t 
>lves  a  very  great  deal  of  unnecessary  dupl 
I  am  speaking  now,  not  of  the  senseless  sectional) 
and  ^  between  Union  and  Union  or 

need  for  amalgamation,  but  of  the  duplication 
of  the  branch  and  the^  district  committee  one 

hand,  and  the  shop  stewards  and  tli  committee 

on  the  other.     Would  it  not  be  the  best  way  out  of  the 
dift;  »  sweep  away  this  duplication  by  altering 

basis  of  Trade  Union  organisation. 

ead  of  the  '  residence  '  branch,  let  us  have  the 

>rks  '   branch.     Let   large  works  be  split,   where 

rssary,  into  more  than  one  branch,  and  small  w< 

be  «  1  into  a  single  branch  ;   but  Kt  tin-  general 

principle  of  organisation  be  that  of  the  '  works  '  branch. 

.o  shop  stewards  will  become  the  branch  officials. 

shop  stewards'  commi  t  1  1  •«.  •  t  lie  branch  committee. 

District  Committee,  consisting  as  now  of  delegates 

from   branches,    will    then   consist,   as   the   unofficial 

committees  do  to-day,  of  shop  stewards 

drawn    from     the    shop    branches.      The    unofficial 

workshop  movement   will   have  been  taken  up  into, 

ide  a  part  of.  the  official  machinery  of  Trade 

Unioniv 

Should  we  be  better  off  if  this  came  to  pass  ?     I 
think  we  should,  for  two  reasons.     In  the  first  place, 
thr  rank  and  file  would  be  far  better  equipped  for 
taking   into  th.-ir  own  hands  the  direction  of  pol. 
and  for  conti'llmg  and  guiding  their  leader- 
in  th<  second  place,  the  Trade  Union  move:  old 
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ha\  \ed  a  new  orientation  in   the  direction  of 

control. 

It  is  certain  that,  where  workshop  organisation  is 
strongest,  the  Trade  Union  demand  for  the  control  of 
industry  is  also  strongest.  The  natural  striking  point 
for  Trade  Unionism  is  the  workshop,  and  it  is  in  the 
workshop  that  the  most  advanced  demands  will  be 
formulated,  and  by  workshop  action  that  the  greatest 
concessions  will  be  secured.  If  we  want  Trade  Union- 
ism to  develop  a  positive  and  constructive  policy,  it 
is  in  and  through  the  workshop  that  we  must  organise  ; 
for  there  alone  will  constructive  demands  be  made. 

The  present  organisation  of  Trade  Unionism  was 
suited  to  the  movement  in  its  negative  and  critical 
stage.  But  as  soon  as  Trade  Unionists  set  before 
themselves  the  object  of  supplanting  the  employer  in 
the  control  of  industry,  they  must  take  the  work^ 
their  basis  of  organisation,  and  strain  every  nerve  to 
win  in  the  workshop  and  the  works  a  direct  control 
of  production. 

I  am  here  concerned  with  this  policy  only  in  so  far 
as  it  suggests  structural  and  governmental  changes  in 
Trade  Union  organisation.  The  changes  I  have  out- 
lined above  seem  to  me  to  be  the  smallest  that  can 
avert  calamity  in  the  Trade  Union  world.  Uni 
they  are  made,  officials  are  doomed  to  get  more  and 
more  out  of  touch  with  the  rank  and  file,  the  ofiViul 
machinery  of  Trade  Unionism  is  bound  to  find  it  si -if 
confronted  with  stronger  and  stronger  unofficial  ma- 
chinery based  on  the  workshop,  and  a  vast  amount 
of  the  energy  which  ought  to  be  directed  to  the  winning 
of  control  by  the  Trade  Unions  will  inevitably  be 
dissipated  in  internal  conflict.  If  we  would  avert  these 
things,  we  must  overcome  our  conservatism,  and  have 
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courage  to  attempt  a  drastic  reconstruction  of 

I  have  dwelt  at  length  upon  this  question,  became 

ems  to  me  I  -n.^t   important  of 

many  questions  of  int<ni.il  policy  that  c< 

Trade  Union  movement  to-day.     I  can  only  deal 

moi  ire  hardly  less 

|   n«|uirfd.     We  have  s<  algamation 

ial  '  lines  is  an  essential  step  in  the  direction 

of  control.     Bu  not  imagine  that  amalga- 

i  utter  of  taking  a  number  of  Unions 

and  into  one,  or  a  mere  absorption  of 

small  Unions  by  large  ones.     Amalgamation  both  ncces- 

tes   and   makes  easier  large  changes  in   internal 

orga  Tor  instance,  there  could  be  no  bet 

•pp<  for  a  change  in  the  basis  of  the  Trade 

I'nion  branch  from  'residence'  to  'works'  than  an 

am.i  <>n  of  Unions,  which  would  enable  a  new 

constitution  to  be  drafted  to  suit  the  new  conditions. 

Again,  amalgamation  n  ke  provision,  where 

possible,  for  the  representation,  within  an  industrial 

>n,  of  crafts,  sections  and  depart  m«  nu      It   m 
safeguard,  and  provide  means  of  expression  for,  sectional 
amalgamation  which  <  \presses  th« 
solidarity   of   the   whole   industry.1     Yet   again,    the 
ial  Union,  by  reason  bot  size  and  com 

and  of  its  class  structure,  calls  for  more  elav 
democratic   methods  of  government   than   have 
hitl.  --d. 

The  problem  of  and  ext  >wer  in 

tlu   Trade  Uni<>:  is  always  been  one  of 

considerable  difficulty.     Every  Union  ha 


'Sec  rk€  World  oj  /^«rr.  Ch   VIII..  for  a  falkr  OwbMDt  of  tbu  and 
the  following  points. 
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Council,  which  is,  under  the  i  uh  >,  the  supreme  executive 
authority  ;  and  every  Union  has  also  some  higher 
authority,  more  of  a  legislative  character,  for  the 
making  of  rules.  Rules,  however,  deal  mainly  with 
internal  matters,  and  the  most  important  part  of  a 
Union's  work  is  concerned  with  its  external  relations, 
negotiations  and  settlements  with  employers,  or  with 
the  State.  Of  recent  years,  there  has  been  a  growing 
struggle  for  the  control  of  these  questions  of  policy 
between  executives  and  delegate  meetings.  Old- 
fashioned  Trade  Unionism  generally  solved  the  diffi- 
culty by  the  use  of  the  referendum  ;  but  the  weakness 
of  the  referendum,  except  where  a  very  simple  and 
definite  question  can  be  submitted,  is  now  generally 
realised.  The  old  problem  therefore  recurs  with 
renewed  intensity. 

The  miners  settle  all  important  issues  of  policy  by 
means  of  large  and  representative  delegate  meetings. 
The  railwaymen  at  first  vested  final  power  of  settle- 
ment in  the  hands  of  their  Executive  ;  but  almost  at 
once  they  took  this  power  away  and  placed  it  in  the 
hands  of  their  General  Meeting  of  representatives. 
Among  the  engineers,  while  the  districts  enjoy  con- 
siderable autonomy  in  local  movements,  the  supreme 
control  of  policy  rests  upon  the  Executive.1  Here 
interesting  developments  have  taken  place  during  the 
war  ;  for,  without  constitutional  sanction,  the  Execu- 
tive have  twice  called  National  Conferences  and 
thrown  upon  them  the  onus  of  taking  difficult  and 
detailed  decisions  which  could  not  have  been  dealt 
witli  by  referendum. 

These   developments  point  clearly  in  the   direction 

1  Subject  to  possible  interference  by  a  Delegate  Meeting  of  a  some- 
what unrepresentative  character. 
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of  an  enlarged  use  of  representative  meetings  for  the 

decision  of  important  issues  of  policy.    There  is  a 

very  great  advantage  in  getting  such  matters  dealt 

:i  and  s«  >v  men  coming  directly  from  the 

workshops,  who  will  be  able  to  go  back  and  report 

fully  to  th<  'lone  and  why 

it      Only  by  some  surh  m«-tliod  can 

ii'l  tin-  H«ad  Office  be  kept  closely  in 

tour  1 1  with  in  the  districts,  or  the  districts  be 

made  aware  of  the  exact  nature  of  the  problems  wr 

whi(  h  th»   r:\.-cntive  and  the  Head  Office  have  to  deal 

mist,  if  \v<  w.»uM  fit  Trade  Unionism  for  the  newj 

before  it,  make  the  machinery  of  the 

>ns  more  demon  1  adjust  it  more  thoroughly 

lie  new  con<  If  the  employers  are  learning 

lesson  that  obsolete  machinery  in  the  workshop 

does  not  pay,  it  is  tin  Trade  Unionists  learnt 

that  it  does  not  pay  in  the  Labour  movement  eit 

So  far  we  have  been  speaking  only  of  the  struc- 
ture and  government  of  individual  Trade  Unions.     It 
uns  to  say  something  of  the  co-<>rdin  ition  of  t 

of  Labour.    We  have  seen  that  the  In- 
ion  possesses  this  enormous  advantage  over 
the  Craft  Union,  that  it  does  express  in  miniature  the 
clav  are  of  Society.     It  does  bring  skilled  and 

unskilled  together  in  one  organisation,  and  thereby  go 
to  destroy  snobbishness  and  exclusiveness  within 
th«  I  class.     But  even  Industrial  Unionism 

not  witl  perils,  especially  in  view  of  the  imme- 

diate econo  May  not   the  workers  in 

a  particular  industry  see  the  prospect  of  greater  im- 
itate advantage  to  t  .  es  by  combining  with 
their    employer^                     •    the    «-i>nMimor    than    by 
.  n L;  wi  1 1 1  •             1  ow-workers  in  ot her  industries 
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to  fight  against  Capitalism  ?     ]  have  no  great  belief  in 
the  reality  of  this  danger;   but  it  is  as  \\,-ll  to  f,i 
such  as  it  is.     Especially  under  a  T  will 

not  the  interest  of  the  workers  be  enlisted  on  th< 
of  the  employers  in  securing  preferential  treatment  for 
industry  ?  This,  at  least,  I  should  regard  as  an 
argument  rather  against  Tariff  Reform  than  against 
Industrial  Unionism.  And,  in  any  case,  1  do  not 
think  the  danger  is  made  greater  by  Industrial  Union- 
ism. The  gravest  danger,  as  I*  have  said,  appears  to 
be  that  of  an  alliance  between  skilled  workers  and 
employers  ;  and  the  coming  of  Industrial  Unionism 
would  certainly  serve  to  remove  this  danger. 

It  will,  however,  be  agreed  that  it  is  not  enough  to 
amalgamate  Unions  by  industries,  or  even  to  create 
blackleg- proof  Unions  in  each  industry.  There  is  also 
the  problem  of  the  unification  and  co-ordination  of 
the  whole  force  of  Labour.  The  events  of  the  war 
have  brought  out  very  clearly  the  fact  that  there  is 
no  body  which  can  really  claim  to  represent  Labour 
as  a  whole  or  to  direct  Labour  policy.  They  have 
also  shown  no  less  clearly  the  need  for  some  such 
body. 

We  have  now  a  number  of  bodies  which  serve,  more 
or  less,  to  co-ordinate  Labour  activities.  First,  there 
is  the  Trades  Union  Congress,  an  annual  gathering  of 
most  of  the  principal  Unions,  primarily  official  in 
character,  meeting  for  one  week  in  every  year,  and 
always  clogged  with  futile  and  detailed  resolutions  of 
minor  importance.  The  Congress  elects  annually  its 
executive,  the  Parliamentary  Committee,  consisting 
entirely  0  ils,  and  meeting  monthly  during  the 

year.     Secondly,  there  is  the  Labour  Party,  a  federa- 
tion of  Trade  Unions,  Trade  Councils  and  Local  Labour 
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Parties,  Socialist  Societies  and  one  <  •. 

bodies.     1  in    ux>  holds  an  annual  conference,  and  has 

nttce  corresponding  to  the  Par 
itary  Committee  of  the  Trades  Union  Congress. 
11  v.  there  is  a  ><jard,  representing  the  two 

nit  tees* 

Moreover,    during    the   last    few    years   there   has 
developed  a  regular  practice  <>;  meeting 

•  in,  nts  on  policy,  and  on  occasion  of  Con- 
:itly  called  by  the  two  bodies.     This  form 
of  co-operation  does  not  work  in  all  respects  as  smoothly 
as  it  but  it  is  at  least  a  beginning  towards  a  real 

co-ordination  of  tin-  industrial  and  political  forces  of 
Lab"U!       1  lu-  war  certainly  did  something  to  brin^ 
;ous  bodies  closer  together,  both  by  calling  spx 
l>orary  co-ordinating  agencies  into  tx-i; 
ing  closer  community  of  action  upon  tho>< 
c  alread  ,  >tence. 

re  is,  then,  no  lack  of  machinery  :   the  trouble  is 
in  i|u.i!  ier  than  .pi.  unity.     For  none  of  these 

bodies  has  n.illv  any  power  or  authority,  eiti.rr  in 
mal  or  in  internal  policy.  They  cannot  bind  the 
Unions  in  dealing  with  the  employers  or  the  State; 
and  they  cannot  harmonise  with  any  authoritv  in- 
ternal differences  within  the  Labour  movement.  Under 
present  conditions,  this  is  certainly  fortunate  for 
Labour  ;  for  the  Trades  Union  Congress  and 
Labour  Party  are  at  present  dominated  by  the  old 
ideas  of  Trade  I  The  dominance  of 

official  the  ruthless  use  of  the  block  vote, 

the  congestion   of  business  and  the  manipulation  of 

inbinr  to  secure  re- 

in tin-  quant  1  between  Craft  and  I  d  Union: 

the  Trades  Union  Congress  i.s  .»n  the  side  of  the  era 
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n  .  the  Labour  Party  is  dominated  by  the  big 
Unions,  which  desire  to  make  it  rather  a  federation  of 
trades  than  a  class  organisation.  Merely  to  increase 
the  powers  of  the  central  bodies  will  not,  then,  achieve 
the  end  in  view  ;  what  is  wanted  is  a  change  in  tln-ir 
composition  and  outlook,  a  destruction  of  the  block 
vote  and  the  card* vote,  the  re-admission  of  the  Trades 
Councils  to  the  Trades  Union  Congress,  a  freer  rank 
and  file  delegation  from  the  Unions — above  all,  freedom 
for  the  individual  chosen  by  his  fellows  t<  nt 

them  at  the  Congress  or  Conference  to  cast  his  vote 
freely  as  a  representative,  and  not  as  a  mere  delegate 
of  the  Union  as  a  whole. 

At  present,  before  the  Trades  Union  Congress  or 
the  Labour  Party  Conference  meets,  there  are  in  many 
cases  separate  meetings  of  the  delegates  from  the 
various  industries — miners,  cotton  operatives,  tra im- 
port workers,  engineers.  At  these  meetings,  the  agenda 
is  discussed  and  the  attitude  of  the  group  decided 
upon.  Thereafter,  however  narrow  the  majority  may 
have  been,  the  whole  voting  strength  of  the  group  is 
not  infrequently  cast  on  the  side  of  the  majority.  For 
instance,  the  miners  may  have  decided  by  a  small 
majority  to  support  a  particular  resolution  :  if  subse- 
quently this  resolution  comes  up  for  a  card  vote,  tin- 
whole  600,000  votes  of  the  miners  will  be  cast  in  its 
favour. 

This  distorting  mirror  of  Trade  Union  opinion  is  an 
unmitigated  nuisance.  It  robs  the  Congress  proceed 
ings  of  all  real  interest  :  it  makes  the  individual  delegate 
a  mere  voting  machine,  and  impels  him  to  regard  the 
Congress  more  as  an  annual  outing  than  as  a  serious 
conference  on  urgent  problems.  Not  till  this  and 
similar  abuses  have  boon  swept  away  can  we  set  about 
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'niikling  of  a  re.t  tor  the  Labour 

movement 

•  cded  not  only  nationally,  but  also 

Iv     The  Trade  Union   branches  in  a  town  or 

to-day  are  far  too  isolated,  and  have  far  too 

nts  of  contact  or  opportunities  1  ige 

.•  and  opini<  >n.     The  Trades  Councils  have  been 

ostracised  by  the  Trades  Union  Congress,  deprived  of 

il   functions,  and  starved  for  money.    Only 

i  tlu-  coming  of  a  political  Labour  movement  have 

fmiiul   any  encouragement   or  opportunity   for 

effective  action.    One  of  the  most  urgent  problems  of 

he  direction  of  the  activity  and  energy  of 

ties  Councils  into  effective  industrial  charm- 

They  are  in  many  ways  the  soundest  part  of  the  Labour 

movement,  tin-  most  imbued  with  the  class  spirit  and 

most  accessible  to  new  ideas.     It  is  criminal  to 

nergy  and  initiative  to  run  to  waste. 
What,  then,  should  be  the  function  of  the  Trades 
Councils  in  a  re-organised  Trade  Union  move 

t  of  all,  they  should  serve  as  the  centres  of  Labour 

propaganda  and  education.     They  should  make  Trade 

Unionists,  and,  having  done  this,  they  should  make 

good  and  t :  ied  Trade  Unionists.    The  Trades 

Con  iould  be  linked  up  closely  with  the  educa- 

il  side  of  the  Trade  Union  movement,  with  t 

:  k«rs'  Educational  Association  and  with  the  Labour 

Colleges.     They  should  run,  in  connection  with  these 

bodies,  classes  on  industrial  and  kindred  subjects,  and 

>uld  serve  to  bring  toget  n.   t<  llowship 

t  lie  whole  Trade  Union  life  of  their  <  Secondly. 

v  should  be  given  :  ions.     The 

control  of    the   Labour   Exchanges,  either  wholly  or 

joint  1  v  wi t  h  the  employers,  should  pass  into  their  hands, 
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and  they  should  assume  in  the  control  of  the 

I  >i  <  '\ision  for  and  against  unemployment.     Local  federa- 
tions of  Trade  Unions  should  be  linked  up  with  the 
Trades  Councils  ;    they  should  be  kept  fully  informal 
of  all  local  movements,  and  should  serve  as  centi- 
information  about  and  research  into  local  industrial 
conditions.     Moreover,  the  waste  and  overlapping  in 
volved  in  the  separate  existence,  in  many  towns,  of 
Trades  Councils  and  Local  Labour  Parties  should  be 
done  away  with,  and  there  should  be  one  body  with 
two  distinct  wings,  or  aspects  of  activity. 

Clearly,  if  the  Trades  Councils  are  to  fulfil  these 
functions,  they  must  have  money.  They  will  need 
buildings  of  their  own  to  serve  as  centres  for  the  whole 
Labour  life  of  their  district,  for  meetings,  demon 
tions,  conferences,  concerts,  plays  and  all  other  aspects 
of  the  industrial,  political,  educational,  research  and 
social  work  of  the  Labour  movement.  Whence,  then, 
is  this  money  to  come  ?  Clearly,  it  can  come  only 
out  of  Trade  Union  contributions.  Every  Trade  Union 
should  insist  that  all  its  branches  shall  affiliate  to  the 
local  Trades  Councils,  and  Councils  should  be  formed 
wherever  they  do  not  exist.  Then  it  should  be  made 
possible  for  branch  contributions  to  the  Trades  Councils 
to  be  increased,  in  order  that  the  local  life  of  Trade 
Unionism  might  be  made  more  vigorous  and  more 
class-conscious. 

No  doubt,  there  will  be  many  to  whom  these  hopes 
of  Trade  Union  re-organisation  will  appear  as  dreams 
unlikely  of  fulfilment.     I  reply  that  the  only  hop 
Trade  Unionism  lies  in  a  recovery  of  its  power  and  will 
to  dream  dreams — and  to  fulfil  them.     Trade  I'm 
has  got  into  a  rut  :    it  has  become  no  less  conservative 
than  the  institutions  which  it  is  its  mission  to  destroy 
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Lint.     The  things  we  need  most  in  the 
Trade  Union  mo  to-day  are  not  even  the  big 

tinges  win-  1 1  I  have  endeavoured  to 
h  and  idealism  and  mutual  mut     : 
leaders,  but  of  the  rank  and  file  in  themselves.     If 
we  can  get  these,  or  even  get  a  strong  mir  bued 

hangcs  in  machinery  will  be  easily 
brought  about 

what  the  Trade  Union  movei 

need^  and  clear-sighted  leadership. 

is  both  not  mainly  upon 

ional  leaders  that  the  future  of  Labour  depends, 
but  on  local  and  workshop  lea  -n  tlu  int.  i 

rity  among  th<  i.tnk  and  file.  We  need  a  policy 
a  method  of  organisation  which  will  mak<-  tlu 
Trade  Union  movement  the  best  possible  training 
ground  for  such  men — which  will  at  once'  keep 
in  the  most  direct  contact  with  the  mass  of  Trade 
Unioi  d  give  them  responsible  work  to  do  which 

will  call  for  all  tl  lligence  and  all  their  force  of 

character  Chen  are  great  obstacles  to  overcome. 
We  have  to  draw  these  men  from  industry,  and 
under  present  conditions  is  organised  by  Capitalism  to 
cie  not  intelligence  and  self-reliance,  but  servility 
and  automatism.  Only  through  their  own  organi- 
sations can  the  workers  hope  to  counteract  this  tyranny 

method  clearly  prescribed  for 

them  is  that  of  a  progressi  -ion  of  capitalist 

control  oi  ry,  a  progressive  wresting  of  tin 

to  make  deci  n  and  a  vesting  of  it 

in  tlu-  workers  thcm-.-lves,  a  progressive  atrophy  of 

landing  to  a  development  of  fur. 
and  opportur  power  for  the  proletariat. 

i*  the  true  line  of  advance;    and  tlu-  policy  Trade 
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Unionism  must  pursue,  not  only  in  its  dealings  with 
employers  and  with  the  State,  but  also  in  refashioning 
its  own  organisation.  New  functions  call  for  new 
methods  and  new  machinery  ;  but  above  all,  they  call 
for  new  men.  Trade  Unionism  must  become  again  a 
(It  mocratic  movement,  basing  itself  upon  the  work- 
shop, and  finding  in  the  workshop  the  source  and 
replenishment  of  its  power.  And,  in  proportion  as 
the  workshop  is  made  the  centre  of  Trade  Union  life, 
these  other  things  will  be  added  unto  it — new  functions, 
new  methods,  new  machinery  and  new  men. 


CHAPTER    IV 
THE  ABOLITION  OF  THE  WAGE-SYSTEM 

1.  PAY  AND  WAGES 

WE  are  all  familiar  with  those  critics  of  the  economics 
of  National  Guilds  who  protest  that  the  difference 

en  '  pay  '  and  '  wages  '  is  purely  nominal,  and 
refuse  to  recognise  '  the  abolition  of  the  wage-system  ' 
.1-  a  reasonable  or  practicable  aim.  Always,  they  tell 
will  have  to  be  some  form  of  payment  for 
service  rendered,  or  for  citizenship,  and  to  ther%  it 
makes  no  difference  whether  this  is  called  '  wages  '  or 
something  else.  National  Guildsmen  are  inevitably 
impatient  of  such  critics  ;  because,  in  their  minds,  the 
abolit  he  wage-system  is  present  as  the  economic 

postulate  of  National  Guilds.  They  do  not  mean  by 
'  wages '  merely  '  some  form  of  payment  '  :  they 
mean  a  quite  definite  form  of  payment  which  is  an 
economic  postulate  of  capitalism.  In  speaking  of  the 
wage-system,  they  are  speaking  of  the  system  under 
which  labour  is  bought  and  sold  in  the  labour  market 
as  an  article  of  commerce.  In  demanding  the  abolition 
••tigery,  they  are  repudiating  utterly  the  idea 

labour  is  a  commodity,  or  that  it  ought  to  be 

bought  and  sold  for  what  it  will  fetch  in  a  '  labour 

By  '  wage,'  they  mean  the  price  paid   for 

labour    as  a    commodity,    and   for    this    method    of 
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payment  they  wish  to  substitute  another  and  a  better 
method. 

National  Guildsmen  have  always  recognised  that 
thrrr  is  more  than  one  alternative  to  the  wage-systnn. 
In  general,  they  have  contrasted  chattel-slavery,  wage- 
slavery,  and  National  Guilds,  and,  with  special  refer- 
ence to  the  propaganda  of  nationalisation,  they  have 
pointed  to  the  danger  that  the  wage-system  mi^ht 
continue  under  State  Socialism,  and  the  State  continue 
to  buy  its  labour  as  a  commodity.  Just  as  the  labour 
of  postal  or  tramway  workers  is  treated  as  a  commodity 
to-day,  even  though  their  employer  be  a  Government 
department  or  a  local  authority,  the  labour  of  all 
workers  might  be  so  treated  under  a  universal  regime 
of  Collectivism.  It  might,  or,  again,  it  might  not. 
The  omnipotent  State  might  decree  the  abolition  of  rent, 
interest,  and  profits,  and  thereafter  pay  its  employees 
on*  some  basis  other  than  the  wage-system — perhaps 
equality.  Or,  again,  it  might  not.  There  is  no  assurance 
that  State  Socialism  would  abolish  the  wage-sv-tcin  : 
indeed,  there  is  every  probability  that  it  would  not.  For 
it  would  not  strike  directly  at  the  wage-system,  which 
is  the  root  of  the  whole  tyranny  of  capitalism  ;  and 
only  a  direct  blow  at  the  root  is  likely  to  avail. 

There  are  four  distinguishing  marks  of  the  wage- 
system  upon  which  National  Guildsmen  are  accustomed 
to  fix  their  attention.  Let  me  set  them  out  clearly  in 
the  simplest  terms. 

1.  The  wage-system   abstracts   '  labour  '   from    the 
labourer,  so  that  the  one  can  be  bought  and  sold  without 
the  other. 

2.  Consequently,  wages  are  paid  to  the  wage- worker 
only  when  it  is  profitable  to  the  capitalist  to  employ  his 
labour. 
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3.  The  wage-worker,  in  return  for  his  wage, 
renders  all  control  over  the  organisation  of  produ< 

;    The  wage-work,  i     m  u-tum   for  his  wage,  sur- 

i  •*  .ill  i  laim  upon  the  product  of  his  lab 
If  the  wage-system  is  to  be  abolished,  all  these 

-  of  degraded  status  must  be  removed. 
(•uil«!  must  assure  to  the  worker,  at  least,  the 

Recognition  and  payment  as  a  human  being,  and 
not  merely  as  the  mortal  tenement  of  so  much  labour 
:  an  efficient  demand 

2.  Consequently,    payment    in   employment   and   in 
•nployment.  in  sickness  and  in  health  alike. 

3.  (  f    th«     Mi-.mixution    of    production    in 

CO-Op  fellows. 

4.  A  claim  upon  the  product  of  his  work,  also  exer 
cised  in  co-operation  with  his  fellows. J 

-e  four  claims  I  propose  to  analyse  in  what 
follows  ;  but,  first,  let  me  try  to  clear  away  what  seem 
to  be  real  misunderstandings  in  the  way  of  the  accep- 
tance of  our  economics— misunderstandings  which  come 

v  of  terminology,  and  partly  of  the  illustrations 
which  we  employ. 

We  are  fond  of  saying  that  in  the  Army  men's  sense 
of  service  is  heightened  because  they  receive  not  wages, 
but  pay.  But,  in  fact,  the  conditions  of  service  in  the 

.  are,  as  we  all  know,  very  far  from  removing  the 
disabilities  of  labour.    Our  Army  is  a  class  Ani: 
whii-h  the  private  has  no  effective  share  in  the  or^.t 
tion  of  the  Service.     Nor  has  he  any  share  in   tin- 
disposition  of  the  spoils  of  victory  ;    for  these  are 
apportioned  by  a  secret  class  diplomacy.     His  '  pay  ' 
may  not  be  determined  accurately  by  the  state  < 
labour  market  ;  1  is  no  doubt  th.it  the  prevail- 
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ing  standards  of  wage  payment  have  a  very  gi 
influence  in  determining  its  amount,  especially  with 
•ird  to  separation  allowances  and  the  variation  of  pay 
and  allowances  between  grades  and  ranks  of  the  Service. 
Only  in  one  of  the  four  respects  we  have  mention* -d 
does  he  differ  toto  ccelo  from  the  wage-earner,  and  that 
is  in  that  he  is  paid  alike  in  employment  and  temporary 
unemployment,  in  sickness,  short  of  discharge,  and  in 
health.  National  Guildsmen,  therefore,  use  the  example 
of  the  soldier  in  order  to  emphasise  one  of  the  four 
great  iniquities  of  the  wage-system  ;  but  they  do  not, 
therefore,  imply  that  the  soldier's  condition  is  that  of 
an  economic  or  social  paradise.  Indeed,  they  explicitly 
affirm  that  this  feature  of  the  soldier's  service,  wherein 
it  differs  from  the  wage-system,  is  found  also  in  chattel- 
slavery. 

This  point  is  emphasised  here,  because  it  is  one  in 
respect  of  which  National  Guildsmen  are  often  mis- 
understood. Both  in  the  case  of  the  Army,  and  in  t In- 
parallel  case  of  the  Panama  Canal,  our  arguments  have 
been  assailed  on  the  ground  that  the  discipline  in  these 
cases  is  more  autocratic  and  the  subordination  of  the 
worker  proportionately  more  complete  than  under  the 
unmodified  wage-system.  This  is  perfectly  true  ;  but  it 
does  not  alter  the  fact  that  in  these  cases  one  of  the  four 
great  disabilities  of  the  worker  has  been  removed 
without  a  return  to  chattel-slavery.  At  the  same  time, 
it  serves  to  emphasise  the  danger  of  mistaking  the 
abolition  of  one  factor  in  the  wage-system  for  the 
abolition  of  the  system  itself.  There  is,  as  we  shall  see, 
a  real  peril  that  the  abolition  of  one  factor  apart  from 
the  others  may  in  effect  bring  with  it  a  virtual  return 
of  chittel-slavery. 

Under  chattel-slavery,  two  of  the  four  iniquities  of 
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the    wage-system    did    not    exist.     Labour   was   not 

>m    the    labourer,    and,    consequently. 

employment  was  not  abstracted  <  mployment. 

by  reflection  upon  this  fact.     We 
demand,  and  the  removal,  not  of  one  or 

two  or  three  of  the  four  disabilities,  but  of  them  all. 
e  are  to  make  our  demand  effective,  we  must 
'•  to  our  hands  the 
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ve  so  far  done  little  more  than  repeat,  with  a  few 
.«•  classic  diagnosis  of  wage-slavery  advanced 
by  National  Guildsmen.     I  want  now  to  turn  to  the 
exai  the  first  of  the  four  diseases  which 

afflict   the   industrial   system,   and   to   the   remedies 
proposed.     It  is  the  essence  of  wage-slavery  that  it 
abstracts  labour  from  the  labourer,  and  countenances 
i  labour  while  it  no  longer  permits  traffic  in  men. 
re  was  a  time  when  this  abstraction  seemed  to 
those  who  fought  to  bring  it  about  the  realisation  of 
human  freedom  and  equality.    No  longer,  they  proudly 
proclaimed,  could  man  be  treated  as  a  commodity, 
devoid  of  rights,  to  be  bought  and  sold  in  the  market 
i  price,  and  to  be  owned  and  controlled  absolutely 
by  his  lord  and  buyer.    The  world  put  away  chattel- 
slavery  as  an  unclean  thing,  and  in  name  made  all  men 
equal  before  the  law.     But  it  did  not  make  the  law 
l>efore  men  ;  nor  could  it  make  men  equal 
before  capit 

To  chattel-slavery,   therefore,  succeeded  '  the  eco- 

iy    of    wages,'    forerunner    of   the   '  economy    of 

high  wages.'     The  employing  class  easily  reconciled 

UM  If  to  the  loss  of  ownershi  when  it  found 

r 
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the  hiring  of  their  labour  a  cheaper  and  more  efficient 
instrument  for  the  making  of  profits.  The  landlord 
readily  acquiesced  in  the  emancipation  of  the  serf  wlu-n 
he  saw  that  thereby  he  escaped  the  responsibilities  of 
landholding,  and  gained  his  freedom  to  exploit  his  land 
at  will.  In  short,  under  chattel-slavery  and  serfdom 
the  ownership  of  capital  and  of  labour  was  in  the 
same  hands  ;  for  the  rich  man  effectively  owned  both 
land  and  capital,  labour  and  the  labourer.  The  wage- 
system  has  changed  all  that  by  divorcing  the  ownership 
of  labour  and  capital ;  for  it  has  left  capital  in  the  ham  U 
of  the  few,  and  has  made  of  the  many  a  class  that 
possesses  nothing  save  its  own  labour. 

Fundamentally,  then,  in  its  economic  aspect  the 
change  to  wage-slavery  is  a  change  from  integration  t  <  > 
disintegration  ;  a  division  between  two  classes  of  th< 
ownership  of  the  means  of  life.  The  effect  of  this 
disintegration  was  at  once  not  simply  to  divorce  the 
ownership  of  men  from  the  ownership  of  commodities, 
but  to  divorce  the  majority  of  men  from  the  labour 
embodied  in  them.  Under  chattel-slavery,  the  owner 
bought  a  man  entire  ;  under  the  wage-system,  he  buys 
merely  so  much  or  so  long  of  a  man's  labour. 

This  once  seemed  a  great  advance,  and  in  many  ways 
was  an  advance.  But  so  far  as  industry  was  concerned, 
it  was  a  set-back  as  well  as  an  advance.  It  constituted 
a  recognition  of  the  fact  that  all  men  have  rights  as 
men,  and  that  no  man  ought  to  be,  in  the  absolute 
sense,  lord  of  another  ;  but  it  also  effectively  prevented 
those  whose  rights  were  thus  recognised  from  exerci 
their  most  important  right,  the  free  disposition  of  their 
service.  We  mi.st  not  minimise  the  importance  of 
the  step  taken  by  the  abolition  of  chattel-slavery  ;  but 
we  must  also  fully  recognise  how  far  progress  has 
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been  thwarted  by  the  sepa  he  own* 

:n  the  ownership  of 

Some  who  recognise  this  are  too  fond  of  describ- 
ing the  r<  .   th<-  alf.htum  «>f  *  liattel- 
v  as  a  division  between  the  labourer  and 
his  laboir  profoundly  a  division  of 

it  the 

same  time  a  step  towards  a  itegration.    They 

i  both  capital  a  isc  an 

indisputable  control  over  both      they  who  own  only 

labou:  ;  labour  to  the  owners  of  capital : 

who  own  capital  continue  to  control,  though  not 

to  own,  the  labourers.     Then  i  way  out 

nf  the  wage-system  by  a  mere  re  i  ->f  labour  and 

the  labourer ;   the  only  way  out  is  for  the  labou  i 

'(capital  :  as  labour. 

;   the  arguments  of  National  <>uil<l 

'•al  with  those  of  the  Distribut 
>f  Mr.  Belloc.     They  begin  to  diverge  when  tin- 
words  '  owiu-rship  '  and  '  control  '  come  to  be  more 
closely  e.\  Mi     Belloc  looks  to  a  distribution 

of  capital  among  the  owners  of  labou  tional 

(.uililsmon  continue  to  insist  on  the  need  for  coll< 
;>  of  capital  by  the  Stat.       \\Tiat  bearing 
flections  upon  these  two  views  ? 
1  must  divide  my  answer  into  two  parts,  tin- 

•he  complete  system  of  Na* 
.  I  have  in  view,  and  the  second  to  the  period 
•ion  to  that    system.      Why  do  I   maintain 
that   National   <.uiMs  will  serve  to  realise  economic 
freedom  if  they  will  not  give  to  the  in 
labou:  >   of  capital?       I    do  so 

because  they  will  ijivr  him.  with  Ins  fallow-. 
collect  i\  r    wnership  and  control  of  capital,  whit 
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be  one  guarantee  of  his  exercise  of  his  right  of  ownership 
and  control  of  labour.  That  is  to  say,  National  Guilds 
imply  a  democratic  State. 

There  may  be  some  to  whom  this  seems,  at 
sight,  an  admission  of  the  Collectivist  case.     Surely, 
I  shall  be  told,  this  is  an  admission  that  a  democr 
sation  of  the  State  can  bring  about  industrial  freedom. 
The  verbal  truth  of  such  a  statement,  I,  at  least,  have 
never  denied  ;   for  precisely  what  National  Guildsmen 
have   held   is   that   democratisation   of   the   Statr 
impossible  except  by  a  frontal  attack  upon  the  wage- 
system  itself.     Everything,  therefore,  turns  upon  the 
period  of  transition,  and  the  means  to  be  adopted  in 
destroying  the  wage-system. 

The  operation  of  the  wage-system  has  caused  both 
labour  and  capital  to  pass  from  an  individual  to  a 
'  joint  stock  '  exercise  of  ownership.  Both  profits  and 
wages  still  pass  ultimately  to  the  individual,  but  their 
control  has  been  transferred  to  companies,  syndicates 
and  rings,  on  the  one  hand,  and  to  Trade  Unions  on 
the  other,  in  all  the  principal  industries.  The  problem 
of  transition,  therefore,  cannot  be  regarded  in  terms  of 
the  individual,  but  must  be  regarded  in  terms  of  the 
combine.  It  seems  to  me  the  main  fallacy  of  the  Dis- 
tributivists  that  they  refuse  to  envisage  the  period  of 
transition  in  terms  of  human  aggregates.  Even  if  the 
individual  distribution  of  ownership  were  the  end,  it 
could  not  be  the  means  or  the  method  of  destroying 
the  wage-system. 

The  real  problem,  then,  is  that  of  the  nature  of  Trade 
Union  intervention  in  industry.  Must  that  interven- 
tion take  the  form  of  demanding  an  ever-increasing 
share  in  the  ownership  of  capital,  or  can  it  be  content 
with  assuming  a  complete  control  in  addition  to  its 
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present  ownership  of  labour  f     Wh.it   we  have  said 
abo\  cannot  stop  short  of  a 

demand  i-:  the  ownership  and  control  of  capital. 
We  have  said  above  that,  \u\  ional  Guilds, 

ownership  would  not  be  exercised  by  the  Guilds 
but  by  the  State.  But  National  Guildsmen,  of  course, 
do  not  recognise  the  State  of  to-day  as  a  body  capable 
of  exercising  ownership  on  behalf  of  the  community. 
We  are,  therefore,  driven  bu  lation  to  immedi 

policy,   upon   a   further  question.     How   far,    in 

m  period,  can  the  ownership  of  capital  wh 
workers  must  have  be  achieved  by  means  of  the 
ow  far  must  the  workers  themselves  pro- 
:<>nally  assume  ownership  in  order  to  create  a  demo- 

c  State  to  which  they  may  transfer  : 
The  answer  would  seem  to  be  tin        [he  first  and 
most  important  task  for  the  workers  is  that  of  perfect 
and  completing  their  control  of  labour,  whirh  will,  at 
same  time,   place  in   their  hands  the  power  of 
conquering  and  democratising  the  State  ;  but  if  at  any 
t  becomes  necessary  for  the  control  of  labour 
tli.it  they  should  assume  any  measure  of  ownership  or 
of  capital,  they  should  not  hesitate  to  fight  for 
tins  also  in  the  in<lu>tnal  field. 

nplications  of  this  view  are  not,  perhaps, 
immediately  clear.     It  means  no  less  than 

lie  before  the  wage-system  is  ended,  it  may 

become  necessary  for  Labour  to  take  a  hand  in  the 

running  of  industry,  and  to  accept  what  is  sometimes 

led    '  a    common    responsibility   with   capitalism.' 

There  may  come  a  time  when,  owing  to  Labour  pressure, 

capitalism  and  the  capi  ite  are  no  longer  strong 

>iigh  to  control  industry  alone,  and,  at  the  same 

.  the  workers  are  not  strong  enough  to 
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complete  control.  Then  may  come  the  offer  of  partner- 
-hip,  envisaged  long  ago  by  the  authors  of  National 
(,irilds.  In  such  case,  what  could  Labour  do  but 
accept  a  sort  of  partnership,  with  a  firm  intention  of 
dissolving  it  as  soon  as  the  requisite  strength  had 
been  attained  ? 

This  way  clearly  lies  a  danger  ;  but  the  dani: 
in  the  suggestion  itself  than  in  the  possibility  ol 
acceptance  as  an  immediate  plan  of  campaign.  For  it 
is  certain  that  the  time  for  such  a  partnership  is  not  yet. 
1 1  could  be  acceptable  only  when  the  fabric  of  capitalism 
had  been  undermined  by  the  perfection  by  the  worker^ 
of  their  control  over  labour  ;  and  it  could  be  assumed 
only  upon  terms  of,  at  least,  full  equality.  Nothing 
less  than  half  can  be  good  enough  to  balance  the  danger 
involved  for  Labour  in  a  joint  responsibility  with 
capitalism.  But  the  day  of  such  equality  of  Labour 
has  by  no  means  arrived  ;  and  it  will  arrive  only  if  the 
workers  concentrate  for  the  present  upon  the  perfecting 
of  their  control  over  their  labour,  by  a  constant  exten- 
sion of  their  power  and  authority  in  mine,  railway, 
factory  and  workshop.  The  extension  of  control  over 
labour  is  for  the  immediate  future  the  true  path  for 
Labour  to  pursue. 

Lest  1  se&n  to  have  digressed  idly  and  in  vain 
from  my  starting  point,  let  me  try  to  sum  up  in  a  f»  \\ 
sentences  the  general  purport  of  these  reflections. 
{Chattel-slavery  combined  the  ownership  of  capital  and 
of  the  labourer  in  the  hands  of  the  few.  Wage-slavery 
divorced  these  two  forms  of  ownership,  and  thereby 
also  divorced  labour  from  the  labourer.  The  wage- 
system  must  end  with  a  re-integration,  with  the  placing 
in  the  hands  of  all  of  both  capital  and  labour.  In 
order  to  bring  this  about,  the  wage-earning  class 
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must  assume  control  of  capr  under 

National  Guilds,  will  be  exercise*!  r.vly,  through 

the  State;  b  <•  State  can  be  democratised  only 

h  of  Labour'-  uil  power,  the  w« 

be  prepared,  if  necessary,  to  assume,  through 
Trade  Unions,  a  half  share  in  the  ownership  of 
il,  as  a  step  in  ?!,••  .In--  turn  oi 

t,  however,  accept  any  joint  responsibility 

turn  for  less  than  a  half  share  in 

1>,  and  the  day  for  such  a  share  is  not  yet. 

For  the  pres<  he  task  of  the  workers  is 

to   concentrate    on    increasing   and    perfecting 

>1  of  their  labour,   which   is  the  basis  of  their 
istrial  power. J 


III.  SECUKI 

The  inevitable  result  of  the  divorce  of  the  o- 

of  labour  and  caj  he  loss  of  security  by 

Speaking   broadly,    the   slave  was 

his  job  was  continuous,  and  his  master  was 

obliged  to  maintain  him  in  employment  and  in  unem- 

ployni'-nt.   in  sickness  and  in  health.     This  security, 

i  was  a  security  without  rights  based  upon  UK 

denial  of  freedom,  the  wage- system  swept  away.     For 

an  actual  security  based  upon  bondage  it  substituted 

a  no  less  actual  insecurity  based  upon  an  incomplete 

personal   freedom.    Our   problem    to-day   is   that   of 

••itiiuj  vii 
chattel-slavery. 

In  the  Tudor  period,  when  the  migration  of  workers 
from  agriculture  to  the  factories  threatened  to  deprive 
the  landowner  of  the  means  of  tilling  the  land,  legisla- 
tion was  enacted  to  prevent  the  workers  from  moving 
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freely.  Without  a  security  at  all  comparable  to  the 
security  of  chattel-slavery,  the  worker  was  tied  to  his 
employer.  In  our  own  time,  the  passage  of  the  Muni- 
tions Act  placed  for  a  time  many  workers  in  a  similar 
position.  The  employer  could  refuse  his  employee  a 
leaving  certificate,  and  so  prevent  him  from  getting 
work  elsewhere,  and,  at  the  same  time,  withhold  from 
him  both  work  and  wages.  Even  now,  though  this 
abuse  has  been  modified,  the  worker  who  is  subject  to 
the  Munitions  Act  is  virtually  tied  to  his  employer, 
receiving  in  return  security  of  employment.  The  War 
Munition  Volunteer  and  the  Army  Reserve  Munition 
Worker  are  even  tied,  not  to  a  particular  employer, 
but  to  any  employer  to  whom  the  Government 
may  send  them.  Under  such  conditions,  the  worker 
recovers  the  security  of  chattel-slavery  ;  but  he  does  so 
the  sacrifice  even  of  the  limited  freedom  to  choose 
his  employer  which  the  wage-system  has  hitherto 
allowed. 

i  One  of  the  objects  which  National  Guildsmen  mu^t 
attain  in  destroying  the  wage-system  is  the  re-establish 
ment  of  security  ;  but  they  must  beware  lest,  in  seeking 
this,  they  succeed  only  in  riveting  the  chains  more 
firmly  upon  the  working-class.  This  is  the  peril  that 
lurks  in  some  of  the  projects  for  the  re-establishment 
of  security  which  are  now  being  put  forward  in  the 
name  of  reconstruction. 

The  proposals  fall  into  two  classes.  On  the  one 
hand,  it  is  suggested  that  the  State  should  assume 
the  responsibility  for  security  of  employment  or  for 
maintenance  in  unemployment  on  behalf  of  the  whole 
working-class.  On  the  other  hand,  it  is  suggested  that 
the  maintenance  of  the  worker  in  employment  and 
unemployment  alike  should  become  a  direct  charge 


I  Hi    V,  VSTEM  89 

upon  in  these  proposals  are  applied 

riods  of  sickness  as  well  as  to  unemploym- 
iin  rrstrirted  spheres,  both  principles  are  opera- 

>ne  hand,  we  have 
the  State  admn  of  Health  and  Unemploym- 

:  ranee,  and  a  certain  amount  of  State  relief  of 

unemployment  under  the  Unemployed  Workmen  Act  : 

on  the  other,  we  have  the  employers'  contributions 

under  the  Insuran*  •  •  >nd,  what  is  by  far  a  purer 

case,  th«- Kmplo  the  Workmen's 

pensation  Act.     Moreover,  in  the  Insurance  Act  we 

:plr,  which  makes  the  employer  to 

some  extent  an  agent  of  the  State  and  an  intermediary 

between  the  State  and  the  workman. 

It  is,  however,  generally  recognised  that  none  of 
these  measures  constitutes  an  establishment  of  security, 
and  active  propaganda  is  proceeding  in  respect  of  * 

al  methods.  The  advocates  of  State  action 
desire  the  complete  assumption  by  the  State  of  the 
liability  for  the  provision  against  and  for  unemploy- 
•it,  on  a  non-contributory  principle — that  is,  out  ot 
revenue  raised  by  taxation.  To  this  it  is  objected  by 
employer  and  workman  alike  that  it  would  immensely 

as<-    the   element    of   bureaucratic   control    o\ 
industry,  and  by  workmen,  in  addition,  that  it  would 
place  Labour  as  completely  in  the  hands  of  the  State 
as  it  is  now  placed  there  by  the  Munitions  Act  and  the 
tary  Service  Acts.     The  saner  advocates  of  State 
on  reply  that  tin  n  medy  lies  in  placing  the  admit 

mployment  Exchanges  and  of  the  provision 

nd  against  unemployment,  not  in  the  hands  of  State 

but  in  the  hands  of  employers  and  workmen 

lv      Hnv.  again,  objection  D  on  the  ground 

that    ih\^   would  involve  the  expenditure  of   money 
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raised  by  public  taxation  by  bodies  not  publicly 
nsible,  or,  at  least,  not  publicly  controlled.  I  Ins 
is,  indeed,  a  serious  objection,  because  it  will  probably 
shipwreck  the  scheme.  If  '  public  money  '  is  to  be 
expended,  Parliament  and  the  Treasury  will  insist  on 
controlling  the  expenditure  of  it.  If  this  happens,  we 
at  once  find  ourselves  bark  under  the  domination  of 
bureaucracy. 

We  shall  be  better  able  to  meet  this  difficulty  if  we 
first  look  at  the  opposing  solution  of  the  problem.  By 
the  opponents  of  State  control,  among  whom  National 
<iiiildsmen,  as  advocates  of  industrial  autonomy,  most 
naturally  find  their  place,  it  is  urged  that  the  way  out 
of  the  difficulty  is  for  industry  itself  to  assun,< 
burden.  Nor  is  this  put  forward  as  a  mere  expedient ;  for 
it  is  clear  that  National  Guilds  must  afford  security  by 
assuming  responsibility  for  the  Guild  members  in  employ- 
ment and  in  unemployment,  in  sickness  and  in  health. 

This  suggestion  at  present  lacks  precision  ;  but  it 
seems  to  assume  roughly  this  form.  Each  industry, 
it  is  proposed,  should  assume  the  responsibility  for  its 
whole  personnel,  in  bad  and  good  trade  alike.  I  h< 
unemployed,  and  probably  the  sick  also,  should  be  a 
charge  upon  the  industry,  and  should  be  maintained  out 
of  its  product.  To  the  capitalist,  it  is  pointed  out,  this 
principle  already  applies  :  he,  at  any  rate,  can  be 
maintained  by  the  industry,  whether  he  is  well  or  ill, 
working  or  idle.  It  applies,  further,  to  the  manage- 
ment, and,  to  a  considerable  extent,  to  the  salaried  staff. 
Why  should  it  not  apply  to  the  workers  also  ?  Would  it 
not,  indeed,  be  a  most  important  step  in  the  recognition 
of  industrial  democracy  that  the  workers'  right  to  full 
maintenance  out  of  the  product  of  their  industry  should 
be  securely  established  ? 
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The  peril  of  this  suggestion  clear! 
we  are  a>  v  far  off  the  establishment  of  National 

(.iiilds.    To    make    unemployment    and    sickness    a 

charge  on  the  <,uihls  ^  ,jnc  thing;    to  make  them  a 

chart-  i-try,  as  it  is  now  const  it  ir  learly 

another,  and  mi^ht  r.isilv  inv..l\«-  tin-  ;  i.i<  ing  of 

a    more   complete    subordination    to 

capitalism  than  e\<  :      It  be  who  pays  the  piper  calls 

\i(l<  ntly  a  danger  that  capr 

assmi  responsibility  fof  the  worker  in  sickness 

mploynient,    mi-ht     also    virtually    assume 

ownership  of  the  worker      In  that  case,  we  might  have 

-tern  ;  but  \vr  -h«>ul«i 
substituted  for  it  a  new  form  of  chattel-slavery. 

--em  to  me  to  be  insuperable  objections  both 
to  the  complete  assumption  by  the  State  of  the  pro\ 
for  and  again  ployment,  and  to  an  assun 

of  the  same  responsibility  by  capitalist      It  is,  how- 
evident  that  someh*  responsibility  must  be 
assumed,  and  that  Labour  is  not  in  a  position,  and 
be  asked,  to  assume  it.     There  seem  to 
HO  further  alternatives  which  we  have  not  yet 
considered. 

t.  tht  rv  i>  tlu     Ghent  system  '  of  unemployment 
mce,  by  whnh  the  State  subsidises  Trade  I 
to  the  extent  of  a  proportion  of  their  expenditure  on 
nt  benefit       1  ln>  >y>tein  already  occupies 
a  subordinate  position  in  the  scheme  established  under 
t  lu  I  nMirancc  Act,  one  of  its  defects  lying  in  the  S: 

t-nce  on  a  fairly  large  element  of  control  in  return 
for  it  iy.    But  is  a  more  serious  defect ; 

te  assistance  depend  upon 

the  amount  spent  b\  >ns  on  voluntary 

ployment  insurance.     This  both  rules  out  those 
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classes  of  workers  who  cannot  afford  to  insure  them- 
s  at  all,  or  adequately,  at  their  own  expense,  and 
is,  besides,  unfair  in  that  it  places  a  large  part  of  the 
cost  of  insurance  upon  the  shoulders  of  the  wage-earner. 
It  is  not,  and  cannot  be  made,  a  universal  scheme  of 
maintenance  in  times  of  unemployment,  and,  what  is 
more  important,  it  is  wholly  ineffective  in  furthering 
the  decasualisation  of  labour. 

This  should  be  one  of  the  first  objects  for  National 
Guildsmen  ;  for  casual  labour  is  one  of  the  greatest 
obstacles  to  blackleg-proof  industrial  organisation. 
Can  we  not,  then,  devise  means  of  getting  round  the 
objections  to  the  assumption  by  industry  of  the  burden 
of  unemployment  ?  Clearly,  if  the  burden  is  placed 
upon  industry,  those  who  control  industry  will  have 
every  incentive  for  making  it  as  light  as  possible. 

This  brings  me  to  the  remaining  alternative,  which 
is  the  control  of  maintenance  benefits  in  sickness  and 
unemployment  by  the  Trade  Unions,  the  cost  being 
borne  by  a  levy  upon  industry  exacted  under  authority 
of  an  Act  of  Parliament.  Let  an  Act  be  passed  setting 
up  for  each  industry  a  statutory  body  representing 
employers  and  Trade  Unions,  with  power  to  levy  a 
rate  upon  all  the  firms  in  the  industry  in  proportion  to 
the  numbers  employed  by  them.  Let  the  payment 
of  benefits  from  this  fund  be  placed  absolutely  in  the 
hands  of  the  Trade  Unions,  and  let  Parliament  have 
no  control  either  of  the  amount  of  the  levy  or  of  its 
expenditure.  This  would  be  a  clear  step  in  the  direction 
of  industrial  autonomy. 

This,  however,  would  not  solve  the  whole  problem  ; 
for  industry  is  not  yet  decasualised,  and  there  are  many 
workers,  and  not  a  few  employers,  who  cannot  be 
assigned  definitely  to  any  industry.  For  these  there 
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!  have  to  be  a  general  body,  on  from  the 

Laboi  the  General  Labour  Unions  would  be 

strongly   represented,   and    tins   body  would   levy  a 

il  rate  on  all  employers  employing  such  unallotted 

. 

To  these  bodies,  and  to  a  Central  body  co-ordinating 

all.  should  also  pass,  the  control  of  the  Labour 

mges,  and  of  any  otli- 1  imlustrial  agencies  set  up 

by  the  State  for  dealing  with  questions  of  employment. ! 

That  there  are  perils  in  this  scheme,  as  there  are 

all  forms  of  co-operation  between  employers 

Trade  Unions,   cannot   be  denied.     But,   under 

capita  .«•  are,  perforce,  driven  to  choose  between 

We  have  the  choice  between  bureaucratic  State 

control  and  a  limited  co-operation  with  the  employers 

for   particular   purposes,   and   it   seems  natural   that 

advocates  of  National  Guilds  should  prefer  the  second 

alternative  to  the  first.    Those  who  dwell  upon  the 

danger  seem  to  hold  that  the  effect  of  co-operation 

the  employers  will  inevitably  be  that  Labour  will  fall  in 

love  with  capitalism.     Is  it  not  far  more  likely  that  a 

taste  of  control  will   produce  a  taste  for  control  ? 

National  Guildsmen  have  never  believed  that  the  new 

Society  can  spring  full  grown  from  the  old,  like  Athene 

from  the  head  of  Zeus.    The  new  conditions  must 

germinate  within  the  old,  by  the  gradual  assumption  by 

Labour  of  functions  which  are  now  the  preserves  of 

the  employers.    Before  Labour  can  con  must 

rol ;  and  this  it  will  do  only  by  actual 

1 1  have  stated  this  proposal  dogmatically ;  bat  I  do  DOC  at  all  desire 
to  be  dogmatic  about  w  it   out  as  a  suggestion,  of  which  I 

am  myself  far  from  certain,  in  the  hope  that  it  may  at  least  serve  to 
provoke  discussion.  For  a  further  treatment  of  the  point,  I  may  refer 
the  reader  to  GmU  /Wnn/fo  i«  A*f*  mmd  War,  by  Mr.  si  G  !  lobsoo, 
with  whom  the  proposal  originated. 
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experience  of  control.  For  this  experience,  we  must 
be  prepared  to  risk  much  ;  and  the  risk  in  such  a 
scheme  as  this  does  not  seem  to  me  to  be  great. 
The  danger  that  is  real  in  the  preaching  of  security 
n  schemes  that  would  have  the  effect  of  tying  the 
workers  more  closely  to  a  particular  employer.  \\« 
have  already  experience  of,  the  effects  of  such  security 
in  the  Royal  Dockyards,  and  wherever  the  prospect  of 
a  pension  ties  the  workman  to  his  job.  For  this  reason, 
there  must  be  no  attempt  to  deal  with  the  problem  of 
security  in  relation  to  the  particular  workshop.  The 
workman  must  get  security,  not  as  an  employee  of  such 
and  such  a  factory,  but  as  a  member  of  the  industry  in 
which  he  works.  This  is  the  path  of  industrial  auto- 
nomy ;  and,  if  this  is  followed,  it  will  be  a  long  step 
towards  the  abolition  of  the  wage-system,  though  it  will 
not  by  itself  abolish  that  system.  Ultimately,  the 
complete  control  of  employment  and  unemployment, 
and  complete  responsibility  for  the  workers  in  sickness 
and  in  health,  must  pass  to  the  Guilds  ;  but  the  most 
we  can  hope  for  at  present  is  a  system  in  which  the 
workers'  right  to  security  is  recognised,  and  in  which, 
without  any  sacrifice  of  freedom,  he  plays  a  controlling 
part  in  the  administration  of  the  means  to  that  security. 


IV.  THE  CONTROL  OF  PRODUCTION 

The  democratic  government  of  the  factory  by  those 
engaged  in  it  would  be  the  plainest  sign  of  a  change  in 
industry.  But  it  would  not  by  itself  destroy  the  wage- 
system.  The  employer  might  hand  the  management 
of  his  factory  over  absolutely  to  the  workers  employed 
in  it,  or  even  to  the  Trade  Union  of  their  industry  :  he 
might  '  salary  '  the  Trade  Union,  where  he  now  salaries 
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a  manager.  And,  having  done  all  this,  he  might 
conceivably  «  is  to-day— he 

might  go  ng  commodities  or  stocks 

and  shares,  and  he  might  still  draw  from  the  community 
his  t«  ving  won  the 

•1  of  the  factory  tlu  workers  would  only  have 
democratised  the  manag<  would  not  have 

noun   the  wage-system,  or  socialised  industry 

therefore,  in  writing  of  a  particular  part 

1  have  to  ^s  upon  its  ess* 

incompleteness  win  n  .  \v«l  in  i^.l.itiMi  from  the 

Having  do;  1  can  safely  go  on  to  point 

out  \\  imrntal  importance,  without 

>f  being  supposed  to  regard  the  part  as  greater 
i  the  whole. 

The  control  of  production  is  important  both  as  an 
end  and  as  a  means.     It  is  an  essential  part  01 
system  of  industrial   self-government   which   I 
to  see  established,  and  it  is  an  r»c-ntial  im-an*  t 
CStal)li>hnicnt  of  that  self-g<  ut. 

There  is  no  need  to  waste  words  in  showing  that  the 
control  of  production  is  a  part  of  the  end  ;    for  that 
follows  naturally,  and  inevitably,  from  the  whole  idea 
of  industrial  freedom  upon  which  the  Guild  system 
rests.    The  idle  mattresse  of  National  Guilds  is  ind< : 
self-government,   and,    dearly,    that    idea   must 
a  primary  expression  in  the  democratic  control  of  the 
productive   process.  1   of  the   factory  by   the 

workers  employed  in  it  i^  the  corner-stone  of  t. 
edifice  of  National  Guilds. 

So  important  a  part  of  the  end  is  very  naturally  also 
not  the  least  important  of  tlu  means.  Nat:-  -ml  ( iiiilds 
become  realisable  in  proportion  as  the  producers. 
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through  their  democratic  organisations,  fit  themselves 
to  replace  the  capitalist  or  the  bureaucrat,  and  do 
actually  replace  him — in  proportion  as  they  become 
capable  of  controlling  that  which  he  now  controls,  and 
do  actually  control  it.  Now,  capitalists  to-day  enjoy 
rent,  interest  and  profits  by  virtue  of  their  control  over 
two  spheres  of  industrial  activity,  production  and 
exchange.  The  former,  which  is  the  control  of  the 
productive  processes,  is  the  subject  of  this  section  ; 
the  latter,  which  is  the  control  of  the  raw  material 
and  the  finished  product,  will  be  dealt  with  in  the  next 
section  of  this  chapter. 

In  both  spheres,  capitalist  control  is  largely  exercised 
through  others.  These  others  are  the  management, 
sometimes  pure  salary-earners,  sometimes  also  profit* 
sharers  on  commission,  or  share-holders  in  the  business. 
At  present,  these  managers,  of  all  grades  from  foremen 
up  to  the  great  managing  directors  of  huge  combines, 
are  the  servants  of  the  capitalist  class,  who  do  their 
bidding,  and  maintain  in  their  interest  the  autocratic 
control  of  industry. 

The  industrial  organisation  of  Labour  is  primarily  a 
workshop  organisation,  deriving  its  strength  from  the 
monopoly  of  labour  which  it  is  able  to  establish  in  the 
workshop.  In  proportion  as  the  workshop  life  of 
Trade  Unionism  is  vigorous,  Trade  Unionism  itself  is 
strong.  This  fact  has  many  morals  with  regard  to  the 
internal  organisation  of  the  Trade  Unions  ;  but  these 
1  have  no  space  to  point  out  now.  What  I.  desire  to 
make  plain  at  the  moment  that,  since  it  is  in  the 
workshops  that  Trade  Unionism  is  strong,  it  is  in 
'the  workshops  that  Labour  must  begin  its  great 
offensive.  And,  in  this  sphere,  the  problem  for  Labour 
is  that  of  detaching  the  salariat  from  its  dependence 

* 
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on  ca  UQ§  it  as  an  ally  to  Trade 

:n 

National  Guildsmen  have  often  pointed  out  hov. 

process  can  begin— by  the  strengthening  of  Trade 

>. it i<>n  in  the  workshop,  by  a  closer  and 

closer   relating   of   Trade   Union    machinery   to   the 

organised  life  of  the  workshop,  and  by  the  gradual 

ilism  of  the  grades  of  super- 
i  and  management,  beginning  with  the  wresting 
by  Labour  from  its  enemies  of  the  right  to  choose  and 
control  foremen  and  superiors  in  every  industry. 

l  progressive  invasion  of  capitalist  autocracy  in 

hops,  the  factory,  and  the  mine  has  long  been 

placed  in  the  forefront  of  the  propaganda  of  National 

It  is  sometimes  objected  to  it  by  Collect; 
and  others  that  it  does  nothing  to  strike  at  the  basis  of 
interest  and  profits,  and,  indeed,  that  this  is  a 
ital  weakness  of  the  whole  immediate  policy 
of  National  Guildsmen.     It  is  this  argument  which  I 
desire  to  answer. 

A  class  that  becomes  atrophied  is  doomed  to  decay. 
The  power  of  any  class  in  any  stage  of  human  society 
rests  ultimately  upon  the  performance  of  functions. 
These  functions  may  be  socially  useful  or  anti-social : 
an  anti-social  function  may  be  just  as  good  an  ii 

as  a  so  tion.     But  as  soon  as 

a  class  is  kit  without  functions,  the  decay  of  its  power 

and  prestige  can  be  only  a  matter  of  time.     It  was  the 

deprivation  of  the   noblesse  of  France  of  all  social 

ions  that   made  possible  the  overthrow  of  the 

ancien  regime  ;  an  .  our  day  and  generation,  shall 

succeed   in    oviTthrowmg   industrial   capitalism   only 

first  make  it  socially  functionless. 

i m MIIS   that,  before  capitalism  can  be  over- 
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thrown,  there  must  be  wrested  from  it  both  its  control 
of  production  and  its  control  of  exchange.  This  done, 
the  abolition  of  its  claim  to  rent,  interest  and  profits 
will  follow  as  a  matter  of  con: 

The  obvious  striking  point  for  labour  to-day  is  the 
workshop.  The  assumption  by  the  Trade  Unions  of 
workshop  control  would  not  destroy  rent,  interest  and 
profits,  but  it  would  be  a  shrewd  blow  struck  at  the 
roots  from  which  they  spring.  This  is  its  fundamental 
import  for  Labour  at  the  present  time. 

The  method  by  which  the  Trade  Unions  are  to 
assume  control  of  the  workshop  and  the  productive 
processes  are  matters  of  keen  debate  among  National 
Guildsmen  ;  but  the  foregoing  principles  can  hardly  be 
called  in  question.  Let  us  try  to  see  now  what  follows 
from  them  in  the  way  of  '  next  steps.' 

The  first  question  that  arises  is  whether,  at  any  stage, 
Labour  ought  to  assume  any  form  of  joint  control 
with  capitalism  over  the  workshop,  or  any  joint  respon- 
sibility for  its  conduct.  Joint  control  in  any  real 
is  clearly  impossible.  Labour  cannot  be  expected, 
with  the  wage-system  practically  unimpaired,  to 
become  responsible  for  the  carrying  on  of  capitalist 
industry.  Labour  is  the  aggressor  in  its  strife  with 
capitalism,  and  aims  at.  the  complete  overthrow  and 
supersession  of  capitalism.  It  cannot,  therefore,  in 
any  real  sense,  become  responsible  for  a  system  which 
it  desires  to  end.  But  there  is,  I  think,  a  sense  in  which 
a  transition  period  of  divided  control  with  capitalism 
is  inevitable. 

Let  us  take  the  analogy  of  a  subject  race — India,  let 
us  say — that  seeks  to  achieve  self-government  and 
emancipate  itself  from  its  conquerors,  but  has  no 
immediate  hope  of  complete  independence,  and  might 


im    WAG!  <t\ 

have  serious  diti:<  ult\ 

hope.    The   posit  .1   in   relation   to  Great 

lintam  "iiris,  in.lr.-.i.  in  tful  analogies  to  the 

•n   of   Labom    in    n-l.iti«.n    to  capitalism.    The 

n  to  seek  emancipation  through  a  gradual 

hair  in  the  functions  of  government. 

Moreover,  he  is  driven,   in   tin-  early  stages  of  the 

moven.' nt    towards    self-govern  nn-nt.    to    assume    a 

measure    of    joint    control    over    Government.    The 

Indian  Legislative  Councils  to-day  represent  a  balance 

between  official  and  non-official  elements  ;    they  are 

a  sort  of  joint  coinmitt<<  m  whi«  h  the  governors  and 

the  governed  meet   for  consultation,  and  in 

the  governed  have  an  opportunity  < 

governors.    As  some  schools  of  Indian  Nationalists 

have  freely  pointed  out,  this  method  has  its  dangers, 

and  many  Nationalists  who  have  entered  the  Co 

as  critics,  have  been  more  or  less  completely  absorbed 

i mental  machine.    But  there  are  few,  save 

catastrophic  revolutionists,  who  doubt  that  the  India 

Act  of  1909,  and  similar  reform   measures, 

do  tend  in  the  direction   of   self-government.      The 

Nationalist  movement,  by  this  measure  of  participation, 

does  not  sacrifice  its  power,  its  independence,  or  its 

rights  of  agit  sm. 

I  believe  that  there  must  be  a  somewhat  tage 

in  thr  ion  of  industrial  self-government,  and  that 

Labour  must  pass  through  the  stage  of  joint  machinery 
<  i  <>ntiol  of  production  before  it  can  assume  com- 
plete control.     The  que>'  whether,  in  assuming 
il  control,   Labour  runs  the  risk  of  sacrificing 
dependence,  and  so  blocking  the  way  to  a  further 
advance. 
Our  judgment   upon  this  question  depends  finally 
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upon  our  judgment  of  the  Trade  Union  movement  and 
human  nature.  Do  we,  or  do  we  not,  believe  that 
the  Trade  Union  movement  has  so  little  capacity  for 
idealism  and  self-government,  or  that  human  nature  is 
so  easily  satisfied  and  so  gullible  that  the  exercise  of 
a  little  power  will  be  enough  to  still  unrest  and  smother 
discontent  ?  I  do  not.  Individuals  may,  and  will, 
fall  by  the  wayside,  and  be  lost  to  the  movement  ;  but 
the  movement  itself  will  go  on,  gathering  in  appetite 
and  swallow  as  it  feeds.  A  taste  of  control  will  engender 
a  taste  for  control. 

But,  as  I  have  said,  the  assumption  of  new  functions 
by  Trade  Unionism  will  not  only  develop  new  desires 
and  capacities  among  Trade  Unionists — it  will  also 
place  a  new  strain  upon  the  Trade  Union  movement. 
New  men  will  have  to  be  found,  and  new  machinery  will 
have  to  be  devised.  I  believe  that  one  method  of 
search  will  serve  to  find  both.  We  must  make  the 
works  the  unit  of  Trade  Union  organisation,  and  afford 
to  the  Trade  Unionist  in  the  works  his  training  in 
government. 

From  Trade  Union  control  in  the  workshop,  backed 
by  a  strong  natural  organisation  of  Trade  Unionism, 
will  follow  an  extension  of  Trade  Unionism  over  the 
management.  The  capitalist  will  be  gradually  ousted 
from  his  dictatorship  in  the  control  of  production,  and 
with  the  atrophy  of  one  of  his  two  primary  functions 
will  go  a  shifting  in  the  balance  of  economic  power  and 
a  weakening  of  the  wage-system.  We  must  now  turn 
to  the  other  primary  function  of  capitalism — the  control 
of  the  product. 
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V.  THB  CONTROL  OF  THE  PRODUCT 

I  come  now  to  on f ess,  by  far  the  most 

difficult  of  the  tasks  which  Labour 'must  accompl 

free  Sex  <>  replace  the  wage-system.    It  will 

not  be  <  Labour  to  secure  control  of  production  ; 

it  \\ill  be  far  more  difficult  for  it  to  secure  control 
of  the  prodi: 

has  two  >ns—  the  control 

of  the  processes  of  production  and  the  control  of 

exercised  by  its  control  of  the 

kshop.    This  brings  it  into  a  direct  and  constant 

contai  t  with  the  worker,  and  we  have  seen  that  the 

main  object  of  Labour  at  present  should  be  to  oust 

tin-  capitalist  from  this  sphere  of  control  by  the  use  of 

strial  power.     This,  however,  as  we  saw,  might 

be  accomplished  without  the  destruction  of  capital: 

and  with  only  a  bare  breach  in  the  wage-system  itself. 

icd  its  control  of  the  product 

could  still  draw  its  toll  of  rent,  interest  and  profits.  The 
worker  would  have  a  freer  workshop  life  ;  but  even  the 
organisation  of  the  workshop  would  remain  subordinate 
to  the  economic  requirements  of  capitalism. 

Capitalist  control  of  the  product  has  three  principal 

aspects.     It  is  expressed  in  the  financial  system  by 

which  the  great  investors  and  syndicates  regulate  the 

flow  of  capital  ;    in  the  control  of  raw  materials— 

ag  ;   and  in  the  control  of  th»   imished  product— 

;:i^.     Investing,  buying  and  selling,  even  more  than 

producing,  does  capitalism  lay  waste  Society. 

.     This  fact,  I  tak<  in  the  minds  of  '  National 

Guildsmen  '    when   they   say  that    "  economic  power 

precedes  and  dominates  industrial,  no  less  than  political, 

power."    Our  problem,  then,  is  to  accomplish  a  demo- 
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cratisation  and  Guildisation  of  investment,   purcli 
and  sale,  as  well  as  of  production. 

We  are,  perhaps,  too  apt  to  think  of  '  capitalism  ' 
and  '  the  employer  '  as  synonymous,  and  upon  this 
mistake  to  build  erroneous  conclusions.  In  fact,  the 
individuals  whom  we  lump  together  as  the  '  capitali 
or  the  '  employing  class,'  fall  into  at  least  three 
distinct  groups,  though,  of  course,  these  groups  are 
closely  connected,  and  it  is  often  impossible  to  say 
to  which  of  them  a  particular  individual  should  be 
assigned. 

First,  there  are  the  great  capitalists,  or  owners  of 
money  power.  Sometimes  these  capitalists  confine 
their  operations  to  a  single  industry,  sometimes  their 
operations  extend  over  many  industries,  sometimes  they 
are  pure  financiers,  whose  relation  to  industry  is  in- 
direct, sometimes  they  are  merchants,  whose  whole 
business  is  buying  and  selling. 

Secondly,  there  are  the  smaller  employers,  capitalists 
too,  but  not  powers  in  the  financial  sphere.  These  men 
are  mainly  producers,  or  smaller  merchants,  managing, 
as  a  rule,  their  own  businesses,  and  striving  to  extract 
a  profit  for  themselves. 

Thirdly,  there  are  managing  directors,  associated 
with  big  businesses,  industrial,  commercial  or  financial, 
but  not  themselves  owning  any  great  share  in  the 
capital  which  they  manipulate. 

The  economic  world  is  increasingly  dominated  by  the 
first  of  these  classes.  The  financier,  with  capital  to 
invest,  is  the  supreme  power  behind  the  capitalist 
throne.  In  industry,  where  large-scale  production  is 
the  rule,  the  great  industrialist  increasingly  dominates 
the  smaller  employer  :  where  small-scale  production 
continues,  as  in  the  woollen  industry,  the  merchant  is 
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supreme,  and  constantly  subordinates  the  interests  of 

l  employers  to  his  o 

We  often  procla  t  he  State  is  a  capitalist  State. 

ict,  a  '  big  business '  State,  dominated  by  the 
capitalists  of  the  first  group,  the  financiers  and  the 
great  industrialists.  The  big  business  has  not,  as  Marx 
thought  it  wouM.  crushed  out  the  small;  but  more 
and  more  it  dominates  and  controls  it. 

not  the  first  epoch  in  which  Society  has 
followed  this  course  of  evolution.  The  breakdown  of 
the  Mediaeval  Guilds  was  mainly  due  to  the  rise  of  a 
merchant  class  possessed  of  capital.  This  class  received 
into  itself,  and  into  alliance  with  itself,  the  greater 
producing  employers  :  the  smaller  employers  it  ground 
down  and  overwhelmed.  It  did  not  necessarily  destroy 
or  absorb  them  ;  but  it  turned  them  from  master- 

^men  into  dependent  producers. 
Labour,  then,  in  seeking  to  destroy  the  capitalist 
control  of  production,  has  to  deal  with  the  first  group 
of  capitalists,  the  financiers  and  the  great  lords  of 
industiv  1'hese  are  not,  from  our  point  of  \\<  v. .  two 
groups,  but  one  group,  though  they  have  many 

nal  differences  which  lead  to  among  ' 

selves  1 1  i>  a  sign  of  the  times  that  Lord  Rhondda, 
not  content  with  coal,  or  even  coal  and  iron,  should 
be  acquiring  '  interests  '  in  the  most  various  types  of 
enterprise. 

In  seeking  to  control  production,  the  method  for 

Labour  is  clear.     By  the  development  of  Trade  Union 

organisation  it  can  look  t.  "ing  of  control  in  th< 

hup  and  the  works.     But  what  is  to  be  its  method 

nninc  f'.nti,,i  ovci  the  product— over  investment, 

-•lling  ? 
ne  will  answer  simply,  '  The  St..  it,  every 
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day,  the  State  is  passing  more  completely  under  the 
control  of  those  very  persons  whose  power  we  are 
S<T king  to  destroy.  The  State  may,  on  occasion,  be 
ruthless  in  its  dealings  with  the  mere  employer  ;  it  is 
not  ruthless  in  dealing  with  the  great  industrial  and 
financial  potentates.  For  to  these  potentates  our  rulrrs 
owe  their  rule ;  and  to-day  these  potentates  are 
themselves,  in  many  cases,  our  rulers. 

During  the  war,  the  State  has  immensely  increased 
its  control  over  industry.  It  has  controlled  the 
employer,  particularly  the  small  employer :  it  has 
become  a  merchant,  while  safeguarding  the  profits  of 
merchants.  Some  Guildsmen  welcome  these  develop- 
ments of  State  control.  Trade  Unionism,  they  hold, 
cannot  hope  to  control  buying  and  selling  by  means 
of  its  industrial  power  :  we  must,  therefore,  look  to  the 
State  to  assume  the  rdle  of  banker,  financier  and 
merchant,  while  Labour  is  developing  its  control  of 
production*. 

This  clearly  means  nothing  less  than  State  Capitalism, 
the  concentration  of  the  functions  of  investment, 
purchase  of  raw  materials,  and,  to  some  extent,  sale 
of  products  in  the  hands  of  a  State  dominated  by  the 
profiteering  interest.  What  hope  has  Labour  that  it 
will  be  able,  if  this  comes  about,  to  secure  the  abolition 
of  the  wage-system  by  securing  democratic  control  of 
the  product  ? 

On  the  other  hand,  if  we  reject  this  line  of  develop- 
ment, what  is  our  alternative  ?  There  are  Guildsmen 
who  seem  to  think  that,  if  only  Labour  can  get  control 
of  production,  all  other  things  will  swiftly  and  auto- 
matically be  added  unto  it.  There  are  two  sufficient 
reasons  why  this  is  not  the  case. 

First,  as  economic  power  now  dominates  industrial 
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power  among  the  employers  themselves,  it  might  con- 
to  donn  n.il  power,  even  if  this  were 
to  Labour.     I  say  it  '  might/  for  reasons 
ppear  later. 

Secondly,  we  cannot  ensure  the  downfall  of  capitalism 
except  by  rendering  it  socially  functionless.    Th 
can  only  do  by  robbing  it  of  its  control  of  exchange, 
as  well  as  of  its  control  of  production. 

We  must,  thm.  if  we  are  to  overthrow  the  wage- 

nd  means  of  ^  directly  at  the  capr 

>1  of  exchange,  and  of  securing  for  Labour  a 
control  of  the  product. 

I  think  the  course  is  d  >ugh  tortuous.     The 

action  of  the  proletariat  striving  for  emancipation 
assumes  three  main  forms.  Of  these,  two — industrial 
action  and  political  action — are  evolutionary  in  char- 
acter ;  the  third,  insurrection  or  the  General  Stri 
catastrophic.  Let  us  examine  the  function  of  these 
three  in  Labour's  advance  towards  control  of  the 
prod 

istrial  action,  as  we  have  seen,  will  result  in  an 
increased   control    over    production.     This,    however, 
will  not  by  itself  end  the  wage-system,  or  destroy 
capitalism's  control  of  the  product.     At  the  same  time, 
it  will  undoubtedly  cause  a  breach  in  the  system 
that  breach  cannot  be  entirely  confined  to  the  workshop 
and  the  works.     The  final  control  of  the  product 
still,  no  doubt,  rest  with  the  big  capitalists  ;  but  Labour 
will  establish  at  K-a-t  a  measure  of  control  over  pur- 
chase and  sale,  though  not  o\  Pressed 
by  Labour  from  one  side  and  by  finance  on  the  other, 
the  ordinary  employer  will  yield  something  to  each 
Labour  will  secure,  by  industrial  action,  a  certain  limited 
measure  of  control  over  the  product. 
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Industrial  organisation  and  action  will  have  the 
further  effect  of  stimulating  and  vitalising  political 
action.  The  character  and  the  effect  of  political  action 
are  inevitably  determined  and  conditioned  by  the 
economic  strength  of  the  actors,  and  industrial  strength 
is,  in  this  relation,  a  very  important  element  in  economic 
Mrength.  As,  then,  Labour  advances  in  industrial 
power,  it  will  be  possible  for  it  to  use  the  State  for  the 
purpose  of  depriving  capitalism  of  its  second  economic 
function — the  control  of  exchange.  Such  political 
action  by  Labour  is  likely  to  be  most  effective  in  the 
sphere  of  finance  and  investment,  rather  than  in  buying 
and  selling  of  industrial  products.  By  taxation,  and 
by  the  control  of  banking,  and  of  home  and  for 
investments,  the  State  will  be  able  to  strike  at  tho 
economic  power  of  capitalism. 

It  may  be  held  by  many  Guildsmen  that  this  is  mere 
self-delusion,  and  that  political  power  cannot,  even  with 
industrial  power  behind  it,  be  used  for  the  destruction 
of  economic  power.  They  may  be  right  ;  but  I  do  not 
think  that  their  case  is  proved.  Even  if  the  State  only 
assumes  the  control  of  exchange  in  the  interests  of 
capitalism,  it  will  run  a  serious  risk  of  leaving  the 
capitalist  classes  without  economic  function.  It  is  my 
contention  that  without  economic  function,  social  or 
anti-social,  they  cannot  long  sustain  their  economic 
power. 

Let  us  suppose  for  a  moment  that  the  Jeremiahs  are 
right  in  denying  the  possibility  of  destroying  the 
economic  power  of  capitalism  by  any  combination  of 
industrial  and  political  action.  There  remain-,  tin- 
weapon  of  catastrophic  action,  envisaged  generally  in 
the  shape  of  the  General  Strike.  We  will  imagine  the 
masses  endowed  with  dominant  industrial  power,  con- 
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•  n   production   through  a  blackleg-proof  Trade 
:»  organisation,  possibly  holding  political  power  as 

ible  by  any  constitutional  means  at 
disposal  to  shake  of!  the  economic  power  of  capitalism. 

,  uiulrr  sin  h    it  umstanccs,  the  remedy  of  the 
catastrophic  General  Strike  could  not  fail  ;  for  there  is 
one  p<>wt T  which  precedes  all  others,  and  th 
power,  the  organised  dot  ion  of  human  \s 

ueral  Strike,  then,  or  its  equival. -nt,  may  be 
the  last  stage  of  the  march  of  Society  towards  industrial 
freedom.    But  clearly  catastrophic  action  can  only 
>.ised   upon   long   preparation   and   upon   actual 
olutionary  character.    The  more 
we  ai  .ed  to  foresee  catastrophic  action  as  the 

last  stage  of  the  coming  so<  hit  ion,  the  more 

prepared  must  we  be  for  the  evolutionary  steps  w 
alone  can  pave  the  way  for  the  great  catastrophe.     It 
that  the  wage-system  can  be  destroyed 
"hlv  by  a  frontal  attack  upon  the  economic  pov. 
capital: Mil  in  the  spheres  of  commerce  and  but 

no  less  dear  th.it  the-  way  to  such  an  attack  lit- 
over  tin-  fi<>nt  line  of  Capitalism—the  control  of  pro- 
>n.     We  come  back,  therefore,  to  the  view 
he  moment   Labour's  task  is  to  concentrate  on 
i nd i ist  rial  action  and  organisation. 

:i(\in^  aloiu-.  th;  fnay  b<  '.ding. 

Since  the  only  im-thod  for  labour  is  that  of  making 
Capitalism  s<>  >nless,  it  must  aim.  wherever 

possible,  in  destroying  or  tin-  functions  of 

Investment,   tin-  final  M-.U  of  capr 
.tnth  .iot  effectively  touch  till  tlu*  last  stages 

but  it   must  and  should,  as  its  basic 
reases,  strct  hands  to 

as  it  can,  both  ; 
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it  can  attack  the  capitalist  as  financier,  it  will  have  to 
attack  him  not  only  as  producer,  but  also  as  merchant. 
This  point  needs  further  development. 

VI.  PURCHASE,  SALE  AND  INVESTMENT 

The  producing  employer  is  necessarily  not  only  a 
producer,  but  also  to  some  extent  a  buyer  and  seller. 
He  has  to  buy  his  Taw  materials,  and  he  has  to  market 
his  wares.  His  functions  in  this  respect  differ  widely 
from  industry  to  industry,  and  from  individual  to 
individual.  In  many  cases,  the  great  producer  assures 
his  supply  of  material  by  extending  his  control  over 
basic  and  subsidiary  industries  other  than  that  in 
which  he  is  directly  engaged.  On  the  other  hand, 
many  producing  employers  are  virtually  no  more  than 
tributaries  of  the  big  merchants,  or  of  the  big  producers, 
to  whom  practically  the  whole  of  their  wares  are 
consigned,  or  from  whom  they  draw  their  materials. 

The  rising  power  of  labour  is  fundamentally  a  work- 
shop power,  and  it  is  in  the  workshop  that  Labour 
will  first  acquire  control.  But  workshop  control,  or  at 
least  works  control,  cannot  be  exercised  without  inter- 
vention in  buying  and  selling.  A  works  could  not 
continue  to  produce  for  long  if  a  state  of  war  raged 
between  one  party  exclusively  in  control  of  its  produc- 
tive departments,  and  another  in  exclusive  control  of 
its  office.  If,  then,  labour  is  to  exercise  works  control, 
it  will  be  driven  to  take  into  consideration  and  under 
control  purchase  and  sale. 

Clearly,  this  problem  assumed  different  forms  accord- 
ing to  the  nature  of  the  works  concerned.  If  the 
business  is  one  in  which  the  producing  capitalist  is,  in 
fact,  independent,  and  has  a  large  measure  of  control 
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over  purchase  and  sale,   Labour  will   find  itself  up 
aga  >le  force  of  Capitalism  at  its  strongest 

point.  If,  on  the  other  hand,  the  work's  is  one  in  u  i 
the  employer  is  a  mere  dependent  on  the  mercl 
or  the  great  industrialist,  one  of  two  things  will  happen. 

ner  the  dependent  employer  will  be  pushed  out 

altogether,  and  the  big  capitalists  uiii  assume  direct 

control,  or  else  the  dependent  employer  may  be  forced 

tlu    ranks  of  Labour.     The  same  considerations 

apply   to   the   smaller   employer,    who,    though    not 

; ally  dependent,  is  potentially  so,  because  he  has 

the  force  to  stand  up  to  the  big  business,  as  soon 
as  it  desires  to  engulf  him 

The  small  employer  is  usually  his  own  manager,  and, 
as  such,  is  performing,  well  or  ill,  a  useful  industrial 
function.  He  has,  therefore,  as  a  manager,  a  legitimate 
place  in  the  economy  of  National  Guilds,  and 

iral  course  would  be  for  Trade  Unionism  to  absorb 
liiin  along  with  the  dependent  salahat.  Unfortunately, 
:i  many  cases,  a  small  hereditary  capitalist,  and 
a  bad  manager  who  would  not  be  a  desirable  adju; 
to  Labour's  forces.  The  probability  is  that,  as  Labour 
reaches  the  stage  of  works  control,  the  class  of  small 

•loyers  will  split  into  thrde.  Some,  including  many 
of  the  best,  will  be  retained  by  the  big  capitalists  as 
their  high  salariat ;  some  will  be  driven  out ;  and  some 
will  come  over  to  Labour  as  elected  managers,  subject 
to  Trade  Union  control. 

my  case,  whether  the  employer  originally  con- 
fronted be  large  or  small,  dependent  or  independ< 
Labour  will  sooner  or  later  find  itself  confronted  with 
'  big  business/  It  will  have  nominal  control  of  tl it- 
workshops,  and,  in  some  cases,  of  the  works  as  well ; 
but  it  will  tuul  itself,  as  the  smaller  employers  are 
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finding  themselves  to-day,  still  subject  to  the  dominion 
of  the  big  industrialists  and  merchants,  who  control 
the  raw  materials  of  industry,  and  tin  di-jx.^il  of 
the  finished  product. 

We  saw  in  the  last  article  the  three  weapons,  indus 
trial,  political  and  catastrophic,  which  Labour  can  use, 
and  their  general  application  to  the  ending  of  wage- 
slavery.  I  want  now  to  look  more  closely  at  the 
possible  uses  of  the  evolutionary  means  during  the 
period  of  transition.  Can  Labour  really  use  its  indus- 
trial power  to  secure  not  only  control  of  production, 
but  also  control  of  the  product  ? 

Just  as,  in  the  workshop,  I  believe  that  in  some  cases 
a  share  in  control  without  sacrifice  of  independence  will 
have  to  be  assumed  before  complete  control  can  be  won, 
so  I  believe  that  complete  control  of  the  workshop  and 
the  works  will  make  possible  and  involve  a  share  in  the 
control  of  purchase  and  sale.  The  point  of  doubt  seems 
to  me  to  be  not  whether  such  control  will  be,  or  ou^ht 
to  be,  assumed,  but  what  form  it  will,  or  ought 
take. 

The  danger  is  that  of  profit-sharing,  a  danger  present 
in  all  schemes  of  (joint  control) ,  whether  in  workshop  or 
business.  It  is  the  fear  of  profit-sharing  establishing  a 
common  solidarity  between  Labour  and  Capitalism  that 
leads  some  National  Guildsmen  to  oppose,  at  all  stages, 
all  forms  of  '  joint  control.'  I  agree  with  them  con- 
cerning the  dangers  of  profit-sharing  at  any  stage  ;  but 
I  cannot  see  how  this  ought  to  lead  to  opposition  to  all 
control-sharing.  Sooner  or  later,  the  capitalists  will 
'  try  on  '  profit-sharing,  when  they  fin.d  that  they  can 
no  longer  resist  the  Labour  demand  for  control.  Labour 
must  take  the  control  and  reject  the  profit-sharing, 
and  must  be  prepared  to  take  a  limited  control  if  it 
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cannot   yet    secure   complt  There   is   no 

ettti  .seen  control-sharing  and  profit  - 

We  come  next  to  the  State  ?     What  ought  to  be  our 

••,  as  National  (.uiitlsmrn,  towards  the  assump- 

hy  the  Mate  of  economic  control  ?     I  am  speaking 

not  of  State  control  of  production,  win*  h  I  deal 

i    in    a  later  d  nor    of   State  control    of 

finan«    which  I  shall  deal  with  later,  but  of  State 

>1  of  purchase  and  sale. 

the  war,  the  State  has  been  the  greatest 
merchant.  It  has  bought  and  sold  on  a  huge  scale, 
and  its  operations  have  included  every  stage  of  t 
commodity  from  the  raw  material  to  the  finished 
If  it  has  been  very  tender  to  the  merchants 
and  the  in  ts  where  profits  are  concerned,  it 

has  certainly  usurped  i  functions,  and 

reduced    many    an    industrialist    temporarily    to   the 
position  of  a  mere  manager.    Some  people  hold  strongly 
this  tendency  ought  to  be  encouraged  and  per- 
petuated, and  that  as  the  Trade  Unions  assume  from   • 
below   the  control   of   production,   the  State   shoul  i 
assume  from  above  the  control  «>f  the  product,  until 
ultimate  Iv  the  two  meet,  and  the  employer  is  eliminated  j" 
or,  rather,  ground  to  powder  between  the  upper  and 
nether  millston*  nnot  quite  take  this  view, 

because  I  regard  tlu:  Mate  of  to-day  as  so  clearly  the 

'  ego  of  the  big  capitalists. 
In  defining  the  Guildsman's  attitude  to  nation.! 
tion,  I  t  view  that  a  change  from  one  form  of 

Capitalism  to  another  is  not  in  itself  the  Guildsman's 
concern,  though  he  is  concerned  indirectly  in  the  effects 
of  the  change  on  C  •>..'  I  there  point  out  the 

»Se«Ch.  Ml. 
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advantages,  from  a  Guild  standpoint,  of  uiuli.  d 
management,  and  of  the  greater  responsibility  oi  the 
State.  These  arguments,  I  think,  hold,  but  hold  less 
strongly,  when  we  are  speaking  of  the  State,  not  as 
producer,  but  as  merchant.  For  clearly,  in  this  case, 
there  is  not  the  same  direct  advantage  to  the  worl 
in  confronting  a  unified  management  as  in  the  industrial 
lield. 

If,  however,  my  forecast  of  the  steps  towards  control* 
is  correct,  there  will  be  a  time  when  the  advantage  will 
count.  If  it  is  true  that,  as  Labour  wins  control  over 
production,  it  will  find  its  control  thwarted,  because  it 
will  still  be  confronted  with  Capitalism  in  possession  of 
the  control  of  the  product,  so  that  the  controller  of  the 
product  will  come  to  be  the  next  object  of  Labour's 
assault,  then  it  follows  that  the  arguments  which  we 
apply  to  State  control  of  production  can  be  applied  at 
a  later  stage  to  State  control  of  the  product.  In 
neither  case  will  the  fact  that  the  State  assumes  control 
do  anything  to  end  Capitalism  :  in  neither  case  should 
it  deter  Labour  from  making,  with  all  its  force,  the 
demand  for  control — of  the  product,  as  well  as  of 
.production. 

National  Guildsmen  are,  then,  in  much  the  same 
neutral  position  towards  State  control  of  buying  and 
selling  as  towards  nationalisation  of  production.  We 
are  free  to  advocate  or  to  oppose  it  in  any  case,  accord- 
ing as  the  particular  effects  seem  likely  to  be  good  or 
bad  from  our  point  of  view.  In  any  case,  we  shall 
agree  that  State  control  will  not  end  Capitalism,  and 
is  not,  in  the  long  run,  compatible  with  National  Guilds. 
Of  this,  however,  there  is  more  to  be  said. 

Under  a  system  of  National  Guilds,  how  much 
control  over  the  product  would  Guildsmen  demand, 
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and  how  much  woul.l  tluy  place  within  the  province 
of  a  democratised  State  ?  >  the  last  quest 

ill  a^k  in  ut   I  cannot  answer  it 

until  1    have  dealt  more   fully  with  another  point - 

a  commonplace  that,  of  the  product  of  ind'. 
some  is  consumed  and  some  saved.  Wages  being  of 
necessity  mostly  consumed,  the  main  source  of  saving 
Saved  profits  form  the  fund  out  of  which 
capital  is  replenished  by  investment.  The  proportion 
of  the  product  consumed  and  saved,  apart  from  the 
reserve  funds  of  companies,  is  determined  by  the 
individual  choice  of  the  recipients  of  profits. 

Now.  if  Labour  were  to  succeed  in  making  an  ind 
unprofitable  to  the  capitalist  by  raising  wages  through 
industrial  power  of  a  blackleg-proof  organisation, 
capital  would  not  leave  the  industry,  because  it  could 
;   but  new  capital  would  not  flow  in.     New  capital, 
however,  is  essential  to  the  conduct  of  an  indu^' 

n,   Labour  cannot  get  at  profits  through 

^trial  power,  while  the  existing  system  continues, 

or  Labour  must  find  a  new  source  for  the  supply  of 

capital.     This,  under  the  wage-system,  it  cannot  do. 

:i  alone  cannot  destroy  profits,  or  i 
unless  it  can  overthrow  the  whole  capitah-t 
syst<  m      1  his,  we  have  seen,  cannot  be  done  purely 

idustrial  pov 

Is  political  action  likely  to  be  more  successful  ?     I  dc 

not  think  so.     The  assumption  of  the  financial  functions 

of  Capitalism  by  the  State,  even  in  the  interests  of 

lasses,  would,  indeed,  do  more  than 

flung   else   to  atrophy    the   capitalists;    but    for 

that  very  reason   it   can   happen    only   through    an 

egregious  capitalist   blunder.     I   should  welcome  the 

C.S.O,  H 
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nationalisation  of  banking  and  finance  ;    but  I  do  not 
expect  them  to  happen. 

We  come  back,  then,  here  again,  to  the  view  that 
apart  from  capitalist  blunders,  a  catastrophe  will  be 
necessary  to  end  the  wage-system.  Only  the  man- 
power of  an  awakened  people  can  defeat  the  economic 
power  of  a  clever  Capitalism.  If,  indeed,  the  great 
capitalists  were  to  blunder  by  adopting  complete  State 
control  in  their  own  interests,  and  so  allowing  their  own 
class  to  be  atrophied,  catastrophe  might  be  avoided,  and 
triumph  would  certainly  be  easier.  We  cannot, 
however,  afford  to  count  on  capitalist  blunders,  even 
if  we  think  them  possible.  The  idle  rich  class  is  not 
dangerous  :  the  busy  rich  class  emphatically  is. 

VII.  AFTER  WAGER Y 

It  is  one  thing  to  prescribe  a  method,  and  another  to 
define  an  ideal.  We  have  seen  that,  in  order  to  end 
the  wage-system,  Labour  must  assume  control  not 
only  of  production,  but  also  of  the  product.  We  have 
endeavoured  to  analyse  the  wage-system  into  its 
components,  and  to  devise  means  for  its  dissolution. 
We  have  now  to  ask  what,  if  we  succeeded,  would  be 
the  claims  of  National  Guilds  to  control  ?  Would  they 
claim  control  both  of  production  and  of  the  product, 
and,  if  so,  would  their  claim  be  an  exclusive  claim  ? 

It  is  clear,  I  think,  that  the  claim  would  be  to  both 
forms  of  control  ;  but  that,  in  one  case  at  least,  it  would 
not  be  exclusive.  The  control  of  the  product  is  the 
stronghold  of  Capitalism,  because  upon  it  profiteering 
mainly  depends.  The  whole  conception  of  profiteering 
being  alien  to  National  Guilds,  what  measure  of  control 
over  the  product  should  the  Guilds  demand  ? 


TUI-    WAGE-SYSTEM 

We  can,  again,  con  :  answer  under 

in  h.ise,  sale-and  investment      Mow 

M  the  (iinhN  . laim  control  of  raw  material? 
>uld   they  claim  control  of  the  finished 
And  how  far  would  they  claim  control  of 
llow  of  <  In  all  these  cases,  1   think  th- 

no!  in  \  -her  / 

and  principally  ite. 

•1  of  raw  materi  mean  nm. -h  or  little. 

mean  the  procuring  by  various  methods  of 
from  abroad  ;   it  may  mean  the  securing  of  a 
<-st  in  another  home  industry  producing 
may  mean  merely 

the  purchase  of  raw  material   from  an  independent 
body.     Two  of  these  seem  to  me  to  be  natural  and 
•lild  functions,  while  the  second  would  only 
arise  in  the  form  of  close  relations  and  agreemt 
between  interdepend  ilds.    The  purchase  of  raw 

mat  om  abroad  might,  indeed,  in   not  a   i 

cases,  be  centralised  in  the  hands  of  all  •  Ids 

jointly  ;    but    that  does  not  make  it  any  the  less  a 

<  iuild 

The  disposal  of  the  finished  product  offers  more 
difficulty,  since  upon  tln>  the  profits  of  the  capitalist 
are  based.  In  this  connection,  we  have  to  answer 
two  questions.  First,  would  the  (iuilds  market  ti 

i  products  ;   and,  secondly,  i  uld  become  of 

the  payment  made  for  those  product 

.e  second  point  may  be  taken  first.  We  have  seen 
that  t!u-  whole  idea  of  production  for  profit  is  alien  to 
the  system  of  National  <  .uilds.  The  (iuilds.  then,  will 
rly  not  sell  for  the  profit  of  their  members.  The 
income  of  the  t.uild  member  will  not  be  determined 
the  aim umt  uhich  he  is  able  to  extract  from 
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consumer  of  his  product  This  being  so,  one  or  both 
of  two  things  must  happen.  Either  the  price  of 
products  must  be  regulated  by  some  authority  external 
to  the  particular  Guild  that  is  producing  or  selling 
them,  or  there  must  be  a  system  of  levy  or  taxation 
on  Guild  incomes  which  will  skim  off  any  surplus  that 
might  otherwise  take  the  form  of  profit.  I  shall  deal 
with  this  question  more  fully  elsewhere  :  here  I  desire 
only  to  emphasise  the  fact  that  a  Guild  conducting  sale 
will  not  be  a  Guild  extracting  profit. 

If  the  question  of  profit  is  satisfactorily  eliminated, 
it  is  surely  evident  that  sale  is  a  proper  Guild  function, 
to  be  conducted  either  through  a  distributive  or 
merchant  Guild  or  Guilds,  or  through  the  producing 
(iuilds  themselves. 

Investment  is  the  hardest  problem.  At  present,  as 
we  have  seen,  investment  is  left  to  find  its  own  level 
by  means  of  the  investor's  sagacity  in  picking  out  the 
most  profitable  enterprises.  This  process  is  accom- 
panied by  colossal  waste  and  fraud,  and  has  nothing  to 
recommend  it,  except  to  the  speculator  and  the  company 
promoter.  Under  National  Guilds,  investment,  or  the 
determination  of  the  flow  of  Capital,  would  obviously 
be  a  matter  for  communal  decision,  since  every  penny 
saved  is  so  much  future  wealth,  instead  of  so  much 
immediate  consumption  for  the  community  It  is,  in 
fact,  the  employment  of  labour  in  making  capital 
instead  of  perishable  commodities.  It  reduces  the 
immediate  divisible  total  of  the  national  income,  and 
must,  therefore,  be  communally  determined.  The  par- 
ticular Guild  desiring  new  capital  or  the  placing  of  a 
heavy  sum  to  reserve  will,  no  doubt,  have  great  weight 
in  placing  its  recommendations  before  the  community  ; 
but  the  ultimate  decision  cannot  rest  with  the  individual 
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ate,  as  the  represci  >f  the  < 

sumers.  n  it  a  voice  equal  to  that  of  all  the 

producers  gathered  in  the  <  ,ui Ids  Congress. 

We  see,  then,  that  in  the  sphere  of  control  over  the 
product,  though  the  Na-  man  cannot  so  li 

in  the  period  of  transition,  they  must,  in  the 
be  a  division  of  power  between 
and  the  State.     We  have  now  to  gla 
he  other  side  of  the  picture — the  C<M 
production. 

>t  be  evident  that  the  normal  conduct  of, 

1  respon  ill  be  absolutely  in 

hands  of  the  Guilds,  and  that  i  ie  State,  nor 

any  outside  body,  should  have  any  say  in  nominating 

anagers.     State  tion  in 

sph  :ld.  I  think,  be  limited  to  making  repre*  : 

is  on  the  joint  body  representing  it,  together  with 
ilds  Congress,  and  to  playing  a  part  in  taking 
decisions  on  that  body.    The  exact  power  of  inter\ 
tion  in  the  affairs  of  a  particular  Guild  that  muht  to 
be  possessed  by  the  Guilds  Congress  is  more  difficult 
to  determine,  and  probably  should  not  be  determi 
advance.     There  is  an  obvious  danger  in  mak 
our  system  too  rigid  ;  and  I.  at  least,  feel  that  not  the 
least  important  el<  m  the  Guild  system  will  be 

igorous  and  largely  autonomous  local  life,  and  the 
preservation  by  federal  systems  of  the  individuality 
•he  smaller  industrial  groups,  and  of  groups  within 
the  larger  industries. 

We  are  now  in  a  position  to  sum  up  our  argument 
immediate  policy  i  \vays  be  determined 

end  whirh  IV      but  the  immediate 

measures  which  we  advocate  cannot  be,  in  all  cases, 
themselves  a  part  of  the  end.    We  may  have  to  secure 
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in  the  transiticn.il  period  forms  of  control  which  it  will 
be  our  business  to  discard  at  a  later  stage.  Thus,  we 
may  have  in  certain  cases  to  accept  now  joint  action 
(not  partnership)  with  the  employers  ;  but  our  aim  is 
none  the  less  the  total  elimination  of  the  emplo\ 
Similarly,  we  may  have  to  advocate  in  the  transitional 
period,  forms  of  control  over  the  product  which  the 
i  kers  will  have,  at  a  later  stage,  to  hand  over  to  the 
ite.  If,  on  the  one  hand,  we  have  to  beware  of 
becoming  reformists  and  forgetting  our  ideal  altogether, 
we  have  to  beware  also  of  becoming  doctrinaires  to 

(whom  nothing  short  of  the  whole  is  worth  having,  and 
to  whom  any  course  is  sufficiently  condemned  if  it  is 
clear  that  it  will  have  to  be  repudiated  at  a  later  stage. 
We  must,  at  all  hazards,  seek  economic  power  in  the 
present,  because  only  by  our  economic  power  can  we 
hope  to  establish  our  ideal. ) 
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!  URE  OF  THE   STATE 

I 

IT  has  often  been  sai  if  men  would  only  agree 

upon  the  definition  of  the  terms  they  use,  they  would 
have  nothing  left  to  quarrel  about.  This  is  probably 
true  ;  bir  .-•  less  important  because  the  definition 

:n>  i>  the  last  point  on  which  men  are  ever  likely 

to  agree.     If  I  begin  this  book  with  a  definition,  it  is 

because  that  definition  will  plunge  me  at  once  into 

ind  furnish  the  readiest  opportunity  of 

explaining  my  general  position. 

>it  is  a  State  ?  A  State  is  nothing  more  or  less 
than  the  political  machinery  of  government  in  a 

The  civilised  world  of  to-day  consists  of  a  number 
of  politically  independent  and  sovereign  communities, 
of  which  many  have  other  communities  dependent 
upon  tin-in.  Each  independent  community  expresses 

uions  to  the  others  through  its  n 

of  government,   i.e.   through   the  State.     Each  inde- 
pendent   community,    and    most    of    the    depci 
communities,  us<  tates  also  for  many  in: 

acts  affecting  the  relations  of  individuals  and  groups 
one  to  another  and  to  the  whole.  States  are  thus 
governmental  institution  .4  to  express  common 
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purposes  and   undertake  common  actions  on   behalf 
of  communities. 

In  every  community  there  are  many  forms  and 
instances  of  common  action  in  which  the  State'  1 
part.  Within  each  community,  and  often  extending 
into  several  communities,  there  are  innumerable  forms 
of  association  which  are  no  part  of  the  State.  The 
sum  total  of  organised  corporate  action  in  the  com- 
munity is  far  greater  than  the  action  undertaken  by 
the  State,  the  degree  in  which  it  is  greater  depending 
upon  the  extent  to  which  co-operation  prevails  in  the 
community,  and  on  the  sphere  of  action  marked  out 
for  itself  by  the  State  within  the  community. 

For  two  different  things  two  names  are  needed. 
When  I  have  to  refer  to  the  organised  machinery  of 
government,  national  and  local,  I  shall  speak  of  '  the 
State.'  When,  on  the  other  hand,  I  have  to  refer  to 
the  whole  complex  of  institutions  for  common  action 
in  the  community,  I  shall  speak  of  '  Society.'  State, 
Churches,  the  Labour  Movement — these  and  many 
other  institutions  are  included  in  the  term  '  Society.' 
But  both  the  State,  or  governmental  machine,  and 
Society,  the  complex  of  communal  institutions,  are 
distinct  from  the  community  itself,  which  stands 
behind  them  and  sustains  them.  Society  is  the 
mechanism  of  the  communal  will ;  but  that  will  resides 
only  in  the  community  itself. 

Here  already  are  all  the  materials  of  a  logomachy. 
All  these  special  associations,  1  shall  be  told,  are  just 
as  much  a  part  of  the  State  as  the  Government  itself ; 
for  the  State  is  the  community,  and  there  is  no  difference 
between  them.  Such  an  argument  takes  my  breath 
away  ;  but  it  is  with  this  facile  identification  of  the 
community  and  the  State  that  the  advocates  of  State 
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Sovereignty   throw  <i  the  public's  eyes.    The 

•nswt  If  the  Mat.-  is  tin.-  ( ninimmity. 

and  the  i  oinmumt v  the  State,  why  all  this  pother 
about  the  sphere  of  State  action  ?  Why  advocate  or 
oppose  State  Socialism,  since  it  is  manifest  that, 
however  our  industry  may  be  organised,  it  is  the 
State  that  organises  it  ?  Why  denounce  the  Trades 

ites  Act — are  not  the  Trade  Unions  a  part  of  th« 
State  ?     Why  do  the  Majority  and  Minority  of  the  Poor 
Law  Commission  thus  furiously  rage  together—  is  not 
even  the  Charity  Organisation  Society  a  part,  and  no 
mean  part,  of  the  State  ? 

•  •ly  these  questions  suffice  to  show  how  fatal 
to  us<  i  two  different  senses.    The  State 

seems  to  be  the  community,  and  can  plausibly  be  put 
forward  as  the  commun  iply  because  it  does 

to  be  the  supreme  representative  of  the  com- 
munity, and  because  it  does  at  present  hold  a  position 
of  such  power  as  to  make  its  influence  in  the  community 
superior  to  that  of  any  other  association.  But  all  this 

rely  a  question  of  fact.    The  fact  that  the  State 

s  to  be  the  community,  and  in  fact  exercises  the 
greatest  part  of  the  community's  power,  does  nothing 
to  prove  that  the  State  is  rightfully  the  communr 
its  sole  representative,  or  that  it  has  an  absolute  claim 
upon  the  individual's  loyalty  and  service. 

Our  >n  has  carried  us  a  certain  distance.     We 

have  seen  that  the  State  is  different  from  the  com- 
munity, and  that  it  is  not  the  only  institution  in  the 

unity.     That  being  established,  we  can  repeat 
our  original  question  in  a  new  form. 
What  is  the  real  nature  of  that  governmental  machine 

:    we  have  agreed   to  call   '  the  State '  ?    The 

:on  will  certainly  uive  rise  to  an  i;  :ig  variety 
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of  answers.  The  Anarchist  will  tell  us  that  tin-  St.ih 
is  the  protector  of  property,  and  that  with  th 
of  Capitalism  the  need  for  the  State,  and  the  State 
itself,  will  disappear.  The  Philosophic  Radical  will 
tell  us  that  the  State  exists  to  remove  the  hindrances 
to  the  good  life,  and,  in  doing  so,  to  promote  tin 
greatest  happiness  of  the  greatest  number.  The 
Collect! vist  will  hold  out  the  ideal  of  a  State  democrati- 
cally controlled  organising  the  whole  national  life  in  the 
common  interest.  Lastly,  the  Idealist  philosophers  will 
maintain  that  the  State  is  the  supreme  expression  ot 
the  national  consciousness,  and  that  in  it  alone  is  the 
will  of  the  individual  fully  realised. 

But  suppose  none  of  these  answers  satisfies  us — 
suppose  we  say  that  they  are  not  definitions  at  all, 
but  descriptions  of  what  their  makers  believe  that  the 
State  does  or  might  do — where  then  shall  we  seek 
for  a  better  answer  and  a  truer  definition  ?  We 
have  maintained  that  the  State  is  a  machine  :  let 
us  take  the  machine  to  pieces  and  see  of  what  it  is 
made. 

At  different  times  and  in  different  places,  the  State 
has  assumed  many  forms  ;  and  its  actual  character 
has  always  borne  a  close  relation  to  the  social  structure 
of  the  community  in  which  it  has  existed.  Feudal 
communities  found  expression  in  feudal  States,  or 
rather  created  feudal  States  to  be  their  expression. 
In  the  same  way,  modern  capitalism  has  created  the 
capitalist  State,  and  the  States  of  to-day  faithfully 
reflect  the  social  and  economic  structure  of  the  com- 
munities in  which  they  exist.  Wealth  dominates 
them,  as  wealth  dominates  the  social  life  of  to-day  ; 
beginnings  of  democracy  modify  their  capitalist  char- 
acter, as  the  social  autocracy  of  capitalism  is  already 


NA  fATH 

challenged  and  modified  by  the  beginnings  of  social 

.n v  tune  or  pla 
then,  «i  >n  of  p« 

nothing  :    it 

it   not  for  itself,  but  as  the  expression  of 

social  pow<  power  may  assume  many 

mi     military,    ecclesiastical,    agrarian,    economic, 

industrial— but,  under  modern  con  wi- 

i  the  main  economic  and  indu-trul  in  <  hara< 
\Vi  may  have  held  good  in  other  tunes,  it  is 

true  of  our  own  that  economic  power  is  the  key  to 
political  power,  and  that  UIOM-  who  control  the  means 
on  are  able,  by  means  of  that  control,  to 
domi  e  State. 

Nor  dependent  on  an  actual  organi- 

:<>n  of  the  machinery  of  State   in   their   inter 
Ho\ve\ei    tin-  Mate  may  be  organised,  and  what* 
parliamentary  system  may  exist,  economic  dominance 
\sill  find  its  expression  in  political  dominance.     It  : 

.it at  Britain  to-day  is  an  oligarchy 
equipped   with   democratic,   or   partially   democra 
political  inNtitiitii.n-.      Tlu-  fart  that  these  in-mut: 
largely  democratic  in  form  does  not  make  them 

in  practice,  because  the  power  of  capital: 
nds    behind    tin-    51  :i    controls 

funds  of  the  great  parties,  and  thereby  controls  ti 
policies  :    Capitals  the  press,  and  thereby 

md  deforms  public  opinion  to  its  own  ends : 
and  seexped  ;1,  no  Government  dares 

to  run  seriously  a  to  the  wishes  and  interests 

<>f  the  great  economic  magnates. 

lo  not  say  t  domination  of  capitalism  is 

absolute.     Small  things  can  be  done,  and  small  reforms 
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secured,  against  its  will ;  but  it  cannot  be  seriously 
threatened  by  political  means.  In  politics,  democracy 
can  nibble,  but  it  may  not  bite  ;  and  it  will  not 
able  to  bite  until  the  balance  of  economic  power  has 
been  so  changed  as  to  threaten  the  economic  dominance 
of  capitalism.  Then,  maybe,  politics  will  become  a 
real  battle-ground  instead  of  an  arena  of  sham  fights ; 
but  the  power  of  the  disputants  will  be  still  the  economic 
power  which  stands  at  their  back. 

The  external  forms  of  State  organisation,  therefore, 
do  not  serve,  under  existing  conditions,  to  determine 
the  real  character  of  the  State  ;  for,  whatever  these 
forms  may  be,  its  real  character  is  determined  from 
without,  by  the  interplay  of  economic  forces.  These 
actual  forms  are  none  the  less  important  for  our 
purpose,  and  are  the  real  subject  matter  of  this  chapter. 
While  there  exists  a  conflict  between  social  classes, 
whether  in  industry  or  elsewhere,  the  State  machinery 
will  be  warped  to  express  the  results  of  that  conflict ; 
but,  given  a  community  in  which  no  such  class-struggle 
exists,  what  would  be  the  character  of  the  State  ? 
What,  in  fact,  would  be  the  character  and  form  of  the 
Socialist  State  ? 

The  State  in  its  evolution  has  assumed  many  forms 
as  well  as  expressed  many  social  powers.  The  feudal 
State  was  territorial  in  its  basis,  and,  in  so  far  as  it 
was  representative,  represented  territorial  landowners. 
With  the  decay  of  feudalism,  the  territorial  basis  of 
the  State  was  weakened,  though  it  survives  faintly 
to  our  own  time  in  some  rural  constituencies,  which 
continue  faithfully  to  send  the  local  landowner  to 
Parliament.  Largely,  however,  the  old  territorial 
State  passed  away  before  modern  times,  and  was 
replaced  by  an  oligarchy  of  wealth  divorced  from  local 
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ice.    The    i  of    course,    was    the 

supreme  expression  of  this  .It-localised  oligarchy. 

;  i  igs  of  democrat  \  •  •  are  also  the 

beginnings  of  a   new  Tin-    House   of 

<>nce  the  most  i  orial  of  assemblies, 

has  almost  wholly  lost  t  i 

House  of  Commons,  on  the  other  hand. 
is  still  it-rritiTi.il  in  its  l>a»U.  in  that  it-  members  are 
elected  by,  and  sit  for,  geographical  constituencies, 
it  under  present  conditions  this  geographical 
character  is  more  apparent  than  real  :  the  member 
elected  for  a  particular  constituency  is  often  merely  a 
'carpet-bagger/  th  nee  of  one  of  the  part 

supported  in  his  candidature  out  of  national  pa 

Is,  and  wholly  unconnected  with  the  constituency 
which  elects  him.     Even  Labour  and  Socialist  repre- 
sentation is  by  no  means  innocent  of  the  '  carpet-baL 
for  the  big  national  Trade  Union  may  send  its  pai 
mentary    nominee   to   a   constituency   much   as   the 
organisers  of  the  irties  would  send  theirs. 

Nevertheless,  it  may  safely  be  affirmed,  as  a  broad 
generalisation,  that  th<  in  so  far  as  it  is  demo- 

cratic, is  also  territon  1  I  he  Collectivist  cle. 
recognises  this  fact  when  he  puts  forward  his  demand 
for  nationalisation  as  a  demand  that  industry  shall  be 
controlled  by  the  consumer.  For  '  consumer  '  has,  in 
thi-  main,  a  geographical  meaning.  The  interest  which 
binds  men  together  as  consumers  is  a  local  interest, 
r  it  be  the  common  interest  that  finds  expression 
in  the  Co-operative  Store  or  in  Municipal  Trading,  or 
the  wider  common  interest  that  is  found  in  the  Co- 
operative Wholesale  Society  or  in  national  ownership 
and  control  of  indust 

If,  then,  we  would  discover  the  true  nature  of  the 
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State  and  its  relation  to  tin-  individual  and  to  other 
forms  of  association  in  a  democrati  iy,  we  must 

treat  it  as  a  geographical  organisation,  in  which  men 
are  represented  on  a  basis  of  neighbourhood  or  inhabi- 
tancy. In  the  lesser  organs  of  State  power,  i.e.  in 
Local  Government,  this  geographical  basis  is  clearly 
realised  ;  but  it  is  not  so  often  seen  that  the  principle 
of  organisation  is  essentially  the  same  in  a  democratic 
national  Parliament  as  in  a  municipality. 

As  a  territorial  or  geographical  association,  the  State 
is  clearly  marked  out  as  the  instrument  for  the  execution 
of  those  purposes  which  men  have  in  common  by 
reason  of  '  neighbourhood.'  It  is  easiest  to  make  plain 
the  meaning  of  this  principle  by  taking  first  the  case 
of  a  municipal  body.  That  body  represents  all  the 
itizens  as  enjoyers  in  common  of  the  land,  housing, 
amenities  and  social  character  of  the  city.  The 
municipal  council  is  therefore,  or  would  be  if  it  were 
democratic,  the  proper  body  to  deal  with  those  public 
matters  which,  broadly  speaking,  affect  all  the  citizens 
equally  and  in  the  same  way,  that  is,  affect  them  as 
« itizens.  It  has  not  the  same  prima  facie  qualification 
for  dealing  with  those  matters  which  affect  the  citizens 
in  different  ways,  according  as  they  happen  to  be  ba! 
or  tramwaymen,  Protestants  or  Catholics.  The  muni- 
cipal council  represents  the  individuals  who  inhabit 
the  city  as  '  users  '  or  '  enjoyers  '  in  common,  and  is 
qualified  to  legislate  on  matters  of  '  use  '  and  '  enjoy- 
ment '  ;  but  if  we  would  represent  individuals  as  bakers 
or  tramwaymen,  Protestants  or  Catholics,  we  must 
seek  other  forms  of  organisation  in  which  these  thi; 
are  made  the  basis  of  representation. 

The  case  is  the  same  with  the  national  State.     Par- 
liament does,  in  so  far  as  it  is  democratic,  represent 
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men  as  '  users  '  or  '  cnjoyers  '  mon,  this  time 

«1  instead  of  a  local  basis.    It  is  therefore 

qualified  to  deal  v.  of  national  '  use  '  or 

>  not  equally  qualified  in  those 
matters  which  affect  nun  dil  v  according  as  they 

;  liners  or  railwayman,  Catholics  or  Protestants. 
The  tin-cry  ot  Mate  Sovereignty  falls  to  the  ground 
if   tin-   \i<  \s   ..1  .:<•   of   the   >' 

is  correct.    State  Sovereignty,  if  the  phrase  has  any 
meaning  at  all  n:  i  lies,  not  indeed  that  the  State  ought 
v  sphere  of  human  action,  but  that 
State  has  ultimately  a  right  to  do  so.     It  regards 
State  as  the  representative  of  the  com  n  mint  v  in 
fullest   sense,  and  as  the  superior  both  of  the  indi- 
vidual '  subject  '  and  of  every  other  form  of  association, 
gards  the  State  as  the  full  and  complete  representa- 
of  the  individual,  whereas,  if  the  view  just  put 
forv  correct,    the   State   only   represents    tin 

iiis    particular   aspect    of   'neighbour,' 
'  user  '    and    '  < :  The     advocates    of    State 

Sovereignty,  if  th.-y  do  not  regard  the  State' as  b< 
the  community,  do  at  least  regard  it  as  '  sustaining  the 
person  of  the  community,'  whereas  our  whole 
t   the  person  of  the  community  cannot   truh 
1  by  am  form  of  organisation. 

terence  of  view  appears  most  distinctly  when 
we  ring  views  taken  by  various  schools 

of  thought  concerning  the  nature  of  associations  01 
than  the  State,  and  their  relation  to  the  State.  A 
controversy,  mediaeval  in  its  origin,  but  revived  in 
modern  times,  has  centred  round  this  <|iu-stion.  and 
has  derived  topical  interest  in  our  own  day  and  from 
our  special  point  of  view,  b<  t  has  ari>en  in 

an  acute  form  in  connection  with  the  legal  position 
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of    Trade    I'muni-m.       I  he    (> 

rendered  illegal    the  use  of  Trade  Union    funds 

political  purposes,   was  based  upon  a   tot;dl\ 

conception  of  the  nature  of  Trade  Unionism.     Spe 

legislation  accordingly  had  to  be    passed    to 

to  the  Unions  even  a  modified  freedom  in  this  respect. 

The  real  principle  at  issue  was  greatly  more  important 
than  the  important  special  point  involved.  The  judges, 
in  giving  their  decision,  were  really  affirming  tlxii 
\v  that  Trade  Union  rights  are  purely  the  creation 
of  statute  law  and  that  Trade  Unions  themselves  are 
artificial  bodies  created  by  statute  to  perform  certain 
functions.  Some  opponents  of  the  Osborn-  decision, 
on  the  other  hand,  expressed  the  view  that  a  Trade 
.Union  is  not  a  creature  of  statute  law,  but  a  natural 
form  of  human  association,  and  therefore  capable  of 
growth  and  the  assumption  of  new  purposes.  In  short, 
there  was  really,  on  the  one  side,  the  view  that  all  the 

its  and  powers  of  other  forms  of  association 
derived  from  the  State,  and,  on  the  other  side,  the  view 
that  these  rights  and  powers  belong  to  such  associations 
by  virtue  of  their  nature  and  the  purposes  for  wl. 
they  exist. 

Let  us  now  try  to  apply  the  view  which  we  have 
taken  of  the  State's  real  nature  to  this  particular  case. 
Trade  Unions  are  associations  based  on  the  '  vocational ' 
principle.  They  seek  to  group  together  in  one  associa- 
tion all  those  persons  who  are  co-operating  in  making 
a  particular  kind  of  thing  or  rendering  a  particular 
kind  of  service.  In  the  common  phrase,  they  are 
associations  of  '  producers,'  using  '  production  '  in  the 
widest  sense.  The  State,  on  the  other  hand,  we  have 
decided  to  regard  as  an  association  of  '  users  '  or 
'  enjoyers,'  of  'consumers,'  in  the  common  phrase. 
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If  this  vii-u  ;  we  cannot  regard  Trade  Unions 

1  uding  the  right  to  exist,  from 
State.    Associat  producers  and  consumers 

y  be  said,  in  a  sense,  to  <1  «-se  rights  from 

•  .minimi tv  ;  but  we  cannot  conceive  of  an  asso< 
tion  of  producers  deriving  its  right  to  exist   from  an 
association  of  '  user 

Our  view,  then,  of  the  nature  and  rights  of  vocational 
and  other  forms  of  association  is  profoundly  modified 
by  t  <•  taken  of  the  nature  of  the  State. 

We  now  see  such  associations  as  natural  expressions 
and  instruments  of  the  purposes  which  certain  groups 
of  indi viduals  have  in  common,  just  as  we  see  the 
State,  both  in  national  and  in  local  government,  as  \ 
the  natural  expression  and  instrument  of  other  purposes 
lie  same  individuals  have  in  common  when 
they  are  grouped  in  another  way.  Similarly,  our  whole 
l  of  the  relation  of  the  State  to  other  forms  of 
association  is  profoundly  modified ,  and  we  come  to 
see  the  State,  not  as  the  ;id  universally 

presentative  of  the  community,  but  as  <•• 
arm  inber  of  forms  of  association  in  win >  h  ra 

are  groi  purpos 

common.     Men  produce  in  common,  and  all 

>ciation,  from  the  mediaeval  guild  to  the 

modern  trust  and  the  modern  Trade  Union,  spring 

from  their  need  to  co-operate  in  production  :   they  use 

and  enjoy  in  common,  and  out  of  their  need  for  common 

>n   and   protection  r   use  and   enj« 

;ig  the  long  series  of  States,  the  various  phases  of 

co-operation,    the   increasing   developments   of   local 

government.    They  hold  views  in  common,  and  out 

of  their  common  opinions  spring  propagandist    and 

doct  :ons  of  every  sort  :    they  believe  in 

i 
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common,   and  out   of  their  need   for   fellowship   and 
worship  spring  churches,  connections  and  covenants. 

In  all  this  diversity  of  human  association,  the  State 
can  claim  an  important  place,  but  not  a  solitary 
grandeur.  States  exist  for  the  execution  of  that  very 
important  class  of  collective  actions  whicli  all 

the  members  of  the  communities  in  which  they  ex 
equally  and  in  the  same  way.     For  other  classes  of 
action,   in   respect   of   which    men    fall   into   dittn 
groups,   other  forms  of  association   are  needed,   and 
these  forms  of  association  are  no  less  sovereign  in  their 
sphere   than   the   State   in   its  sphere.     There   is   no 
universal  Sovereign  in  the  community,  because  tin- 
individuals  who  compose  that  community  cannot  !><• 
fully   represented   by  any   form   of  association.     FOI 
different  purposes,  they  fall  into  different  groups,  and 
only  in  the  action  and  inter-action  of  these  groups 
does  Sovereignty  exist.     Even  so,  it  is  an  incompl> 
Sovereignty  ;   for  all  the  groups,  which  together  make 
up   Society,    are   imperfectly   representative   of    that 
General  Will  which  resides  in  the  community  alone. 

This  may  seem  to  be  a  highly  generalised  view  of 
social  organisation,  and  one  which  will  not  bear  appli 
tion  to  concrete  problems.  Of  that,  the  reader  will 
be  able  to  judge  better  at  the  end  of  this  book  ;  for 
the  following  chapters  are,  in  the  main,  an  attempt 
to  apply  it.  It  is  admitted,  at  the  outset,  that  it  does 
not  fully  apply,  and  cannot  be  fully  applied,  to  Society 
as  it  exists  to-day,  because  at  every  turn  we  an-  mri 
to-day  by  the  conflict  between  economic  classes  for 
tin  control  of  the  machinery  of  social  organisation. 
But,  in  framing  any  far-reaching  policy  for  the  future, 
we  must  have  in  mind,  not  only  the  Society  of  to-day, 
but  the  logical  development  of  that  Society  along 
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democra  ien  we  discuss 

lUSt 

>ur  to  see  it  both  as  it  is,  warped  by  class 
conflict,  and  a.s  M  be-  if  there  were  no  class 

conili  t  in  the  commumu       in  t   ;    chapter,  while  we  i 

te  wholly  coi  ion 

of  the  State  as  it  is   \\«-  have  been  considering  mainly  I 

would  be  in  a  democratic  com: 
immune  from  class  conflict.     We  have  seen  ti 

i  a  Socir  ate  Severely  ild 

be  no  n  Me  than  >-day,  because  the 

ic  State  would  serve  only  to  emphasise 

iracter   as   a   geographical    or    territorial 

association  <  >ours,  users  or  enjoyers.  and  would 

<>ns  by  opening 

lull  and  free  growth  of  other  forms  of 
association. 

11. 

H;i\ing  sketched  in  general  my  view  of  the  true 

function  of  the  State  in  a  democratic  community,  let 

me  endeavour  to  state  my  view  more  concretely,  with 

reference  to  the  part  heory  of  industrial  organisa- 

\\liu  h  I  have  in  in: 

To  every  actual  social  system  corresponds  a  theory  of 
social  relations.  Rousseau's  conception  of  the  General 
Will  greatly  affected  Revolutionary  France  ;  the  ideas 
of  Bent  ham  and  Mill  did  much  to  mould  the  social 
legislation  of  imluM  rial  Great  Britain.  Every  people,  in 
fact,  gets  the  social  philosophy  it  deserves,  and  every 
social  system  in  part  throws  up,  ami  i>  in  part  thrown  up 
by,  an  equivalent  social  theory.  Guildsmen,  therefore, 
cannot  afford  to  neglect  social  theories,  which  are  the 
stuff  of  which  revolutions  are  made. 
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State  Sovereignty  is  the  theoretical  equivalent  of 
Collectivist  practice  :  Guild  Socialism,  in  its  turn,  must 
face  anew  the  problem  of  ultimate  social  obligation, 
ami  must  work  out  for  itself  a  new  theory. 

I  do  not  deny,  as  indeed,  no  one  can  deny  if  he  desires 
to  call  himself  either  National  Guildsman  or  Guild 
Socialist,  that  industry  is  not  everything,  and  that 
industrial  democracy  cannot  be  truly  national  unless 
it  is  responsible  in  some  sense  to  the  community  as  a 
whole.  What  I  do  most  emphatically  deny  is  that  this 
ultimate  court  of  appeal  is  the  State,  in  any  sense  in 
which  the  term  is  ordinarily  understood.  Of  course,  if 
by  '  State  '  is  meant  merely  any  ultimate  body,  there 
is  no  more  to  be  said  :  in  this  sense  everyone  who  is 
not  an  Anarchist  is  an  advocate  of  State  Sovereignty. 
But  if  the  sovereignty  of  the  State  means  the  sovereignty 
of  Parliament  with  its  subordinate  local  bodies,  then 
I  maintain  that  it  is  utterly  inconsistent  with  the 
principle  on  which  Guild  Socialism  rests. 

Parliament,  Municipal  and  County  Councils,  School 
Boards,  Boards  of  Guardians  and  the  like,  in  fact,  the 
whole  complex  machine  which  we  call  the  State,  are 
territorial  associations,  elected  on  a  territorial  basis  by 
all  the  persons  recognised  as  citizens  who  live  within 
a  definite  locality.  One  and  all,  they  are  based  upon  the 
fact  of  living  together,  even  if  some  relics  of  a  different 
system  survive,  or  if  the  territorial  basis  has  become 
purely  nominal,  as  in  the  House  of  Lords. 

The  bond  between  persons  who  live  together  is,  in 
its  material  aspect,  the  fact  that  they  are  users  or  con- 
sumers in  common  of  commodities  and  services.  Parks, 
roads,  houses,  water  and  many  other  '  public  utilities  ' 
are  consumed  in  common  by  all  the  dwellers  within  such 
and  such  an  area.  The  sovereignty  of  the  territorial 
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association   therefore  means  the  sovereignty  of   Un- 
to continually  recognised  and 


acclaimed  by  Collect  ivists. 

The  Guild  idea,  as  applied  to  industry,  is  in 
a  denial  of  the  industrial  sovereignty  of  the  organised 
consumers,    that    is,    of    territorial  us.     It 

repudiates  the  sovereignty  of  Parliament. 

:  this  does  not  meai  rejects  the  idea 

of  communal  sovei  it  it  imds  its  sovereign 

within  tin  Guilds  themselves. 

i>m  set  out  to  destnn  -overeignty  with 

replacing  it :  Syndicalism  denied  the  sovereignty  of 
State  only  to  enthrone  the  General  Confederation 
of  Labour  in  it>  st.-.id.     (,uild  Socialists,  recognising 
that  a  purely  industrial  sovereign  is  no  advance  on  a 
purely  polit  \  n -it;n.  inu^t  create  a  political  theory 

to  fit  the^iiiild  idea. 

Coll  i ,  we  have  seen,  is  the  practical  equivalent 

of  State  Sovereignty.     It  is  not  generally  realised  how 
completely  Syndicalism  is  an  inversion  of  Colle 

•   one  asserts  the  absolute  sovereignty  of  the  con- 
sumers, of  ritorial  association  :    the  other 
sovereignty,  no  less  absolute,  of  the  producers,  of  the 
fessional   associations.     Criticised    i  ing  out 
producers,  Collect!              11  ask  what  it  matters, 
ce  producers  and  consumers  are.  or  would  be  i 

the  same  people ;  criticised  for 
neglecting  the  consumers,  Syndicalists  make  precisely 
the  same  reply. 

Id  Socialists  recognise  that  neither  the  territorial 
nor  the  professional  grouping  is  by  itM-lf  enough  ;   that 
certain  common  requirement-  are  best  fulfilled  by 
former  and  certain  others  by  the  la  that 

each  grouping  has  its  function  and  that   neither  is 


134  NATURE  OF  THE  SI  A  II 

completely  and  universally  sovereign.  They  see  that 
the  Guild,  the  grouping  of  all  workers  engaged  in  the 
same  industry,  is  the  body  best  fitted  to  execute 
certain  purposes  of  a  national  character,  and  accordingly 
tiny  assert  that  the  National  Guild  is  a  necessary 
articulation  of  the  national  consciousness. 

Similarly,  they  recognise  that  all  the  dwell* TS  in  a 
single  area,  the  consumers  in  common  of  certain  services 
and  commodities,  can  best  further  their  own  and  t lu- 
nation's interest  by  joining  together  and  forming  a  body 
to  see  to  the  supply  of  these  services.  They  hold  that 
the  economic  relationship  between  man  and  man  only 
finds  full  expression  when  producers  and  consumers 
alike  are  organised — when  the  producer  and  the  con- 
sumer negotiate  on  equal  terms. 

At  the  first  stage,  then,  Guild  Socialists  postulate  a 
double  organisation — the  National  Industrial  Guild  on 
the  side  of  the  producers,  and  the  Municipal  Coum  il 
on  the  side  of  the  consumers.  And  clearly  above  the 
various  municipal  bodies  there  is,  on  the  consumers' 
side,  Parliament,  the  supreme  territorial  association. 

It  is  at  this  point  that  Guild  Socialists  may  easily  be 
tempted  to  go  wrong.  While  everyone  visualises 
Parliament  as  the  supreme  territorial  body,  are  we 
all  equally  clear  on  the  industrial  side  ?  Too  many 
people  seem  to  think  all  along  of  the  Guilds  as  a  multi- 
plicity— of  each  separate  Guild  as  receiving  its  charter 
from  Parliament,  and  dealing  thereafter  directly  and 
finally  with  Parliament.  That  is  certainly  not  my 
conception  of  the  Guild  system.  Just  as  I  visua1 
the  smaller  territorial  associations  unified  in  the  great 

:  itorial  association  of  Parliament,  so  I  conceive  that 
the  various  Guilds  will  be  unified  in  a  central  (iuild 
Congress,  which  will  be  the  supreme  industrial  body, 


135 

as  Parliament   "ill    .t.md  to  tin-  ;>cople  as  consumers. 
ignty  in  in-  :  educe 

to  a  mere  niults;  -f  warring  <• 

mient    with    an   incliistn.il    body 
is  an  equal  claim  to  be  representative  - 
ii  as  a  v 

Congress'  In- ultii:  ••i«n  :  the  one 

i>    the    supreme    teiritorial    association,    the    other    the 

professional  association.     In  the  one,  because 

:  with  consumption,  govern- 

•nds  of  the  cons  in  the  other, 

where  the  main  busines-  >duction,   the 

producers  hold  sway. 

But,  as  a  recent  critic  of  <  iuild  socialism  has  por 
out,  this  separation  of  functions,  whirh  is  fundaii. 

'Iocs  not  solve  the  problem.    The 
nation  is  in  all  its  aspects  so  interdependent,  produ 
and  consumption  are  so  inextricably  intertwined,  th.it 
no  mere  abstract  separation  of  functions  can  form  a 
for  a  theory  of  the  modern  community.     The 
problem  cannot,  I  admit,  be  left  where  it  stand 
the  old  Sovereign  of  Coll<  and  the  rival  Sove- 

reign of  Syndicalism  are  alike  dethroned,  it  remains  for 
Guild  So<  to  atVirm  a  new  and  positive  theory  of 

sovereipi 

i      in  deal  with  th-  :e  only  very  bn 

aspect.     Where  a  single 
i  has  a  quarn-1  \\itli  I  concei 

1  decision  of  such  a  quarrel 

ought  to  rest  i  body  represeir  t  all  the 

organised  con  .nd  .ill  the  organised  producers. 

The  ultimate  SOY  i-tii.d  would 

>int  body  representa- 
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tive  equally  of  Parliament  and  of  the  Guild  Congress. 
Otherwise,  the  scales  must  be  weighted  unfairly  in 
favour  of  rither  consumers  or  producers.  But  if,  on 
such  questions,  there  is  an  appeal  from  Parliament 
and  from  the  Guild  Congress  to  a  body  more  repre- 
sentative than  either  of  them,  the  theories  of  State 
Sovereignty  and  Guild  Congress  Sovereignty  must 
clearly  be  abandoned,  and  we  must  look  for  our  ultimate 
sanction  to  some  body  on  which  not  merely  all  the 
citizens,  but  all  the  citizens  in  their  various  social 
activities,  are  represented.  Functional  associations 
must  be  recognised  as  necessary  expressions  of  the 
national  life,  and  the  State  must  be  recognised  as  merely 
a  functional  association — '  elder  brother/  '  primus  inter 
pares.'  The  new  social  philosophy  which  this  changed 
conception  of  sovereignty  implies  has  not  yet  been 
worked  out  ;  but  if  Guild  Socialists  would  avoid 
tripping  continually  over  their  own  and  other  writers' 
terminology  they  would  do  well  to  lose  no  time  in 
discovering  and  formulating  clearly  a  theory  con- 
consistent  with  the  Guild  idea  and  with  the  social 
structure  they  set  out  to  create. 


Ill 

Our  conceptions  of  government  and  social  organisa- 
tion depend  inevitably  upon  our  outlook  on  life.  The 
power  of  a  group  advocating  any  particular  type  of 
social  organisation  depends  upon  the  extent  to  which 
its  members  have,  fundamentally,  the  same  outlook 
on  life. 

The  system  of  National  Guilds  appeals  to  me  first  of 
ail  as  a  balance  of  powers.  Guildsmen  have  always 
recognised,  and  drawn  a  distinction  between,  two  forms 
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of  social  power,  economic  and  political.  Economic 
pov,  1 J,  precedes  political  power.  The  social 

cla-  time  holds  the  economic  power  will 

hold  the  political  power  also,  ami  will  be  dispossessed 
in  the  political  sphere  only  by  a  new  class  which  is  able 
to  o  ;i  the  economic  sph< 

The  first  . ;U--M]..;I  which  National  Guildsmen  have 
to  face,  in  adopt  position,  and,  at  the  same  time, 

holding  to  their  double  theory  of  social  organisation 
wh  .iture  of  the  distinction  which  they 

\v  between  economic  and  political  power  does  not 
result  in  obi  ;  the  difference  between  them.    'I 

1  character  of  t  ism  urged 

aga:  m  by  Syndicalists  and  Marxian  Industrial 

UnioruV  agree  with  us,"  such  critics  will 

say  the  State  is  only  a  pale  reflexion  of  the 

economic  structure  of  Society.  Why,  then,  seek  to 
preserve  this  mere  mechanical  device  of  capitalism 
wlu -n  the  conditions  which  created  it  have  ceased  to 

not  enough  for  Gu  or,  at  least,  it  does 

not  seem  to  me  to  be  enough,  to  reply  ilexions 

may  have  their  uses,  and  that,  if  capitalistic  industrial- 
has  turned  the  State  to  its  own  ends,  democr. 
iiui  :i  the  day  of  its  triumph,  may  with  good 

effect  do  the  same.  -  an  answer,  and  perhaps  a 

suit.  l>ut  it  is  not.   1  .un  000 

right  answer  for  Guildsmen  to  make.  For  I  am  not 
convinced  that  the  St.itr  must  be,  under  all  social 
conditions,  merely  a  pale  reflexion  of  the  economic 
structure  of  Society — at  least,  in  any  sense  wl 
would  preclude  equality  of  power  between  them  on 
many  issues. 

In  count ncs  given  over  to  caj 
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th«-  State  is  controlled  by  tht-  indu^tiial  capital] 
1  hat  is  a  true  description  of  things  as  they  are,  and 
it  is  clear  that  things  can  be  changed  only  by  means  of 
a  re-distribution  of  economic  power.  But,  when  this 
re-distribution  has  taken  place  and  National  Guilds 
are  in  being,  will  it  still  be  true  that  economic  power 
precedes  political  power  ? 

In  our  interpretation  of  history,  the  evolution  of 
Society  is  seen  as  a  long  series  of  struggles  between 
social  classes  for  the  possession  of  economic  power. 
We  envisage  National  Guilds,  as  Marx  envisaged  his 
conception  of  Socialism,  as  the  culmination  and  com- 
pletion of  this  long  process.  We  do  not  doubt  that 
development  will  continue  after  National  Guilds  have 
been  brought  into  being  ;  but  development  will  assume 
new  forms.  The  class-struggle  will  be  over,  and  the 
'  social  class  '  will  be  a  thing  of  the  past.  Under  these 
new  conditions,  will  the  old  relation  between  economic 
and  political  power  remain  unchanged  ?  Is  it  not 
rather  true  that  the  existing  relation  arises  out  of,  and 
depends  upon,  the  class-struggle,  so  that  with  the 
ceasing  of  the  class-struggle  it,  too,  will  cease  to  exist  ? 
The  contrast  between  economic  and  political  power  has 
only  a  strained  application  to  those  primitive  conditions 
which  preceded  an  acute  division  of  classes  :  the  strain 
will  be  altogether  too  great  if  we  try  to  apply  it 
to  conditions  in  which  there  are  no  distinctions  of 
class. 

What,  then,  will  be  the  relation  between  economic 
and  political  power  under  the  Guilds  ?  A  relation,  I 
think,  of  equality-  equality  upon  which  the  poise  and 
vitality  of  Guild  Society  fundamentally  depend.  For, 
to  me  at  least,  the  balance  of  power  is  the  underlying 
principle  of  the  Guilds  and  any  departure  from  it 
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would  be  d«  ra  of  their  essential  character.    Let 

\plain  muir  1  mean. 

We  have  disputed,  •  about  the  Sove- 

iild 

philosophy  ;  but  \vc  have  often  conceived  the  problem 
rather  in  a  negative  than  in  a  p<>Mtr,  »•  u.iv  x«  >  me  times 
we  have  started  with  the  Guilds  as  a  positive  system, 
and  iicd  to  see  in  what  respects  we  desire  to 

limit  Unit  authority  by  State  i  tion,  or  by  the 

assigning  of  « « -rt.un  iun«-ti«>ns  to  the  State  rather  than 
to  the  Guilds.    At  other  times,  we  have  started  from 
side  of  the  State,  and  considered  in  what  respects 
we  desire  to  see  its  power  limited  or  its  functions 
tailed.     What  we  have  seldom  done  is  to  consider 
at  the  same  time  the  positive  character  of  both 

is,  so  as  to  focus  at  the  whole 

problem  of  the  relation  between  them. 

,  howev  hat  we  i  v  to  do  win: 

inpt,   not  to  define  the  limits  of  State  or  Guild 

on,  but  to  lay  bare  the  basic  principle  of  National 

ndamental  reason  for  the  preservation, 

in  a  democratic  Society,  of  both  the  industrial  and  the 

political  forms  of  social  organisation  is,  it  seems  to  me, 

'  only  by  dividing  the  vast  power  now  wielded  by 

industi :  n  can  the  individual  hope  to  be  free. 

The  objection  is  not  simply  to  the  concentration  of  so 

vast  a  power  in  the  present  hands,  but  to  its  concen- 

•  at  all.     I:  nal  is  not  to  be 

a  mere  pigmy  in  the  hands  of  a  colossal  social  organism, 

there  must  t>«   sneli  a  division  of  social  powers  as  will 

preserve  individual  freedom  by  balancing  one  so 

organism  so  nicely  against  anothei  that  th-  :ual 

11  count.     If  th.  ial  is  not  to  be  merely 

an  tnt  part  of  a  Society  in  which  his  persona! 
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is  absorbed,  Society  must  be  divided  in  such  a  way  as  to 
make  the  individual  the  link  between  its  autonomous 
but  interdependent  parts. 

This  is  what  the  system  of  National  Guilds  achieves. 
1 1  divides  social  authority  equally  between  the  economic 
and  the  political  organisation,  and,  in  so  doing,  it  piv- 
serves  the  integrity  of  the  individual,  who  has  rights 
and  duties  in  both  the  economic  and  the  polii 
spheres. 

I  contend,  then,  that  the  balance  of  economic  ami 
political  power  is  the  fundamental  principle  of  National 
( iiiilds,  and  that,  if  that  goes,  the  security  for  individual 
freedom  goes  with  it.  I  know  there  are  some  who 
contend  that  the  preservation  of  such  a  balance  is 
impossible,  and  some  who  contend  that  no  such  balance 
is  desirable.  I  want,  for  the  moment,  to  come  back  to 
those  who  contend  that  it  could  not  be  preserved. 

They  are  of  two  kinds—  those  who  hold  that  economic 
power  will  still  precede  political  power,  and  that  the 
(.uilds  will  necessarily  outweigh  the  State,  and  those 
who  hold  that,  in  a  democratic  Society,  the  balance  will 
shift,  and,  the  conflict  of  classes  being  over,  the  State 
will  outweigh  the  Guilds.  To  the  latter  I  would  reply 
that,  even  apart  from  class  conflict,  the  economic,  or, 
rather,  industrial,  bond  will  remain  more  intense  than 
the  political,  and  that  its  greater  intensity  will  be 
enough  to  balance  the  wider  '  spread  '  or  extension  of 
the  political  bond.  To  the  former  a  rather  longer  reply 
must  be  given.  Every  individual  under  the  Guilds  will 
not  be  a  member  of  a  Guild  ;  but  every  individual. 
we  may  expect,  will  be  a  member  of  some  form  of 
association  based  on  social  service  rendered — a  pro- 
ductive association  in  the  widest  sense  of  the  word. 
Similarly,  it  goes  without  saying  that  every  individual 
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will  be  a  member  of  the  State,  and  probal  her 

associations  of  '  users/  '  consumers,'  or  '  enjoyers.'  It 
is  certain  1\  enjoy- 

ment '  of  things  produced  depends  upon  production  ; 
but  it  does  not  follow  that  the  power  of  the  product: 
association  precedes  or  determines  that  of  the  associa- 
tion of '  enjoyers.'     It  does  follow  when  one  class  owns 
and  coi  <•  means  of  production  that  it  must,  to 

all  intents  and  purposes,  own  and  control  everything 
else  ;  but  it  does  not  follow  that,  when  producer  and 
'  enjoyer  '  are  the  same,  the  productive  association  will 
dominate  the  association  of  '  enjoyers.'  The  greater 
munsity  of  the  productive  association  is  an  inten- 
of  each  Guild,  or  producing  group,  within  itself :  it  is 
not  a  single  undifferentiated  intensity  of  the  whole  body 
of  producers,  and  in  becoming  one  and  uniform  in  the 
Guild  Congress  it  must  also  become  less  intense.  The 
unity  of  the  '  enjoyers  '  association,  on  the  other  hand, 

not  so  intense  in  its  nature, 

-  of  about  the  sank  intensity  at  the  point  of  contact. 
In  other  words,  the  greater  solidarity  and  uniformity  of 
State  about  compensates  for  the  closer  attachment 
which  tlu   mclr  nay  be  expected  to  feel  to  his 

Guild.  The  Guilds  will  be  many,  the  State  one  ;  and 
State  unity  will  counterbalance  Guild  corporatism. 

I  do  not  deny  that  there  is  a  danger  in  both  directions, 
or  t  -  n  National  Guilds  are  in  being,  the  balance 

v  be  upset,  and  the  essential  character  of  the  system 
destroyed.  That  will,  indeed,  be  the  ever-present  peril 
agai  11  be  the  function  of  guildsmanship 

to  guard.  All  I  am  concerned  to  deny  is  that  there  is 
anything  in  the  nature  of  the  Guild  system  which  makes 
the  balance  unattainable  or  incapable  of  preservation. 
Far  from  that,  National  seem  to  me  to  offer  the 


« 
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only  reasonable  prospect  of  a  balance  of  powers,  and 

U  the  lundamental  reason  \vliv,  in  the  name  of 
individual  freedom,  I  <  all  myself  National  (inildsman. 


IV 

The  governing  principle  of  the  American  constitution 
is  that  of  the  separation  of  the  three  powers—  ! 
lative,  executive  and  judicial.  Nor  is  this  only  a 
theoretical  principle  ;  for,  in  the  main,  the  separation 
holds  good  in  practice.  The  principle  of  our  own 
government,  on  the  other  hand,  is  the  combination  of 
these  powers.  In  theory,  and  practice,  the  judicial 
power,  owing  to  the  absence  of  a  formal  constitution, 
is  subordinated  to  the  legislature.  In  theory  the 
executive  is  subordinate  to  the  legislature,  though  it 
would  be  truer  to  say  that  in  practice  the  legislature 
is  increasingly  subordinate  to  the  executive.  Whether 
we  look  to  principle  or  to  practice,  it  is  at  any  rate  true 
that  with  us  legislature  and  executive  are  not  two 
powers  fundamentally  distinct,  but  one  power  internally 
differentiated.  The  effect  of  this  upon  our  working 
political  theory  is  obvious.  Legislature  and  executive 
may  conduct  internal  struggles  for  mastery  one  against 
the  other  ;  but  in  relation  to  the  mass  of  the  people 
they  present  a  united  front.  Representative  govern- 
ment is  exalted  by  them  into  a  principle  which  prac- 
tically carries  with  it  the  exclusion  of  the  represented 
from  an  effective  share  in  government.  The  separa- 
tion of  powers,  as  theorists  have  often  pointed  out, 
ensures  a  recognition  of  the  principle  that  sovereignty 
resides  outside  both  legislature  and  executive  :  their 
combination  readily  results  in  the  acceptance  of  the 
representative  institution  as  sovereign. 


NA 

When  we  speak  of  State  Sovei  .ve  may  have 

•ii.-i-l.  .1  that  this  sovereignty 
>  i..  thr  ui<.lr  people;    but  we  are 


always  of  its  exercise  b\  :  ate  as  a  complex  of 

'•mocratic  '  country,  of  rcpresen- 

ional  institutiuns  are 

in  effect  combined  in  a  single  machine,  we  think  of 
oignty  as  exercised  by  this  machine,  even  if  it 
^s  of  right  not  t  but  to  the  people 

id  it.    State  Soverei  sense  of  go 

herefore  finds  its  only  natural  and 
lete  expression   in  a   system   undt  i    the 

;s  of  government  are  united  in  the  hands  of  a 
single  an-  eening  claim  of  the 

ic  absolute  allegiance  of  the  citizen,  called 

in  this  ci  :i  the  '  subject,'  is  only  possible  under 

a  system  in  which  governmental  authority  is  unified 

r  a  '  Prince,'  whethec  that  prince  be  a  despot  or 

:tution. 

-  has  led  some  opponents  of  State  Sovereignty  to 

look  favourably  upon  the  division  of  powers  between  an 

independent  legislature,  executive  and  judiciary.     But, 

in  the  case  of  the  first  two,  which  under  modem  con- 

ditions constitute  the  real  pro)  -  at  once  apparent 

no  such  division  is  possible  or  desirable.     The 

struggle  for  parli.  t.  which  must  be 

recognised  as  at  least  a  phase  in  the  European  form  of 

t  niggle  for  political  freedom,  has  centred  round 

the  demand  of  the  legislature  for  control  of  the  cxecu- 

is  not  secured  that,  it  has  at  least  welded 

wo  into  a  single  power,  preserving  their  in: 

ss,  but  rendering  them  incapable  of  disinte- 
on. 
Nor  is  this  to  be  regretted.    A  democratic  country 
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must  be  governed  mainly  by  legislation,  and  those 
bodies  in  it  which  are  legislative  in  character  must 
preponderate.  This  is  not  true  of  a  federal  government 
such  as  that  of  the  United  States,  though  it  is  slowly 
becoming  more  true  as  America  is  drawn  more  into 
world  politics  ;  but  it  is  true  to  a  great  extent  of 
States  which  constitute  the  Union.  It  is  indeed  only 
the  federal  character  of  the  United  States  that  makes 
the  separation  of  powers  workable.  A  Society  like  our 
own  must  bind  closely  together  the  legislature  and  the 
executive,  because  with  the  laws  in  constant  change 
legislation  and  administration  lose  their  distinct 
character.  There  can  for  us  be  no  solution  of  the 
problem  of  State  Sovereignty  by  a  division  of  legislative 
and  executive  power. 

How,  then,  are  we  to  realise,  for  such  a  Society,  the 
benefits  of  the  separation  of  powers  ?  How  are  we  to 
re-affirm  popular  sovereignty,  and,  in  so  doing,  re- 
establish the  individual  in  his  fundamental  rights  ? 
The  main  business  of  government  for  us  is  the  making 
and  modification  of  laws  which  serve  as  the  basis  of 
administration.  If  this  seems  a  commonplace,  it  must 
be  remembered  that  it  would  not  seem  so  in  all  places 
or  in  all  times.  We  live  under  a  reign  of  national  law, 
and  this  seems  to  involve  the  unification  of  the  making 
and  administering  of  law  under  a  single  ultimate 
authority. 

We  must,  then,  seek  our  division  of  powers  by  the 
light  of  a  new  princ;ple.  We  must  recognise  that  the 
control  of  legislation  and  administration  cannot  be 
divorced,  and,  if  we  are  to  find  a  cleavage  at  all,  we 
must  make  a  new  cut.  In  fact,  we  must  separate  the 
powers  of  government  not  horizontally,  but  vertically. 
Every  important  act  of  government,  or  at  least  every 
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M!  act,  passes  through  the  successive  stages  of 
legislation  and  a  iution.    The  old  doctrine  of 

die  separation  of  powers  is  based  on  the  principle 
of  a  by  stages :  the  legislative  stage  is  to  be 

e  stage  of  administration.  The  new 
doctrine  must  be  that  of  division  by  function :  the 
type,  purpose  and  subject  problem,  and 

not  the  stage  at  which  it  has  arrived,  must  determine 
what  authority  is  to  deal  with  it 

>aception  of  the  nature 
•nship  of  legislation  and  administration.  ' 
writers  have  remarked  the  tendency  of  recent  political 
changes  to  devolve  administrative  functions  upon  bodies 
standing  outside  the  State  machine,  or  only  loosely  con- 
nected with  it.  But  no  such  tendency  has  shown  itself 
in  the  strirt  sphere  of  legislation,  and  there  the  State 
has  preserved  its  sole  competence.  It  has  devolved 
c  power  ;  but  the  devolution  has  been 
accomplished  by  the  grant  of  the  State,  and  has  been 
subject  to  recall  by  a  sovereign  Parliament  It  has 
been  a  method  of  convenience,  and  not  a  recognition 
of  a  new  principle. 

Nevertheless,    it    is  a   beginning,   which    the   close 
connection    between    legislation    and    admii 
under  modern  conditions  renders  doubly  valuable.     It 
is  not  a  recognition  of  a  new  principle,  but  it  does 
open   the  door  to  si  >gnition.     It   is,   in   fact, 

the  first   step   in   a   division   according   to   function 
not  only  of  adn  but   also  of  Icgisl 

competence. 

For  nothing  less  than  this  the  new  theorists  of  the 

ion  of  powers  must  ildsman  must 

claim  for  the  Guilds,  not  only  admin  but  also 

Actions.    Their  law  must  be  as  sovereign 

K 
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in  the  industrial  sphere,  exercised  tliicu^h  tin-  Guild 
Congress,  as  the  law  of  the  State  must  be  sovereign  in 
the  political  sphere.  And,  while  laws  are  enforced  at 
all,  it  must  be  no  less  enforceable.  Where  now  the 
State  passes  a  Factory  Act,  or  a  Coal  Mines  Ri 
tion  Act,  the  Guild  Congress  of  the  future  will  pass 
such  Acts,  and  its  power  of  enforcing  them  will  be  the 
same  as  that  of  the  State. 

This  leads  at  once  to  a  new  conception  of  the  judi- 
ciary, which  in  this  country  now  hovers  between 
independence  and  dependence  on  the  State.  Attent  i<  >n 
is  often  drawn,  in  connection  with  the  separation  of 
powers,  to  the  position  of  the  Supreme  Court  of  the 
United  States  ;  but  the  independence  of  the  Supreme 
Court  is  based  on  the  existence  of  a  written  constitu- 
tion, which  the  legislature  has  no  power  to  alter  without 
an  appeal  to  the  people.  Apart  from  that,  the  Ameri- 
can Federal  Courts  merely  apply  and  administer  federal 
law,  as  the  British  courts  apply  and  administer  British 
law.  In  principle,  they  are  subordinate  to  the  legis- 
lature. 

What,  then,  will  be  the  position  of  the  judiciary 
under  the  Guilds  ?  It  will  have  two  sets  of  laws  to 
administer  —  State  law  and  Guild  law,  each  valid 
within  its  sphere,  and  co-ordinated,  where  need  arises, 
by  the  Joint  Congress  of  the  Guilds  and  the  State.  It 
is  not  desirable  to  divide  the  judiciary,  as  it  is  desirable 
to  divide  legislation  and  administration,  because  the 
judiciary  is  concerned,  not  with  policy,  but  with 
interpretation  of  policy  already  decide  (1. 

Guild  theory  involves,  then,  the  division  of  the 
'  legislative-executive  power  '  according  to  function 
between  the  State  and  the  Guilds  ;  but  it  preserves 
the  integrity  of  the  judiciary,  making  it  an  appendage 
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I    of   the   M.itr    i  ie  duild*.   l)Ut    of    th 

combined. 

arguments  for  a  balance  of  powers  betweei 
State  and  M>  were  set  out  in  a  previous  section 

of  this  chapter.     In  thi^  s.-rtmn  I  have  attempted  to 
tins  balance  would  wnik  on-  nally. 

It  involves  a  revolution  in  our  theory  of  government  ; 
it  also  provides  the  only  means  of  realising  in 
practice  what  has  been  cli  ory  to  many  pol 

nts  —  a  separation  of  powers  which  will  be  effec- 
tive against  the  abs*  iim  of  modern  legislative 

assemblies.    A  balance  of  power  is  essential  if  i: 
dual  freedom  is  preserved  ;    but  no  balance  is  possible 
unless  it  follows  the  natu  ion  of  pown-  in  tlu- 

Society  of  to-day.     Politics  and  economics  afford  the 
possible    line    of    «:  and    between    them 

ower  of  legislation  and  administration  can  only 
be  divided  on  the  basis  of  funct 


>ING  CHAPTER. 

Addtdin  1919. 

Introductory  (':  \vhich  I  have  prefixed  to 

fourth  -I  thi>  book  involves  a  number  of 

detailed  modification^  in  the  foregoing  chapter.     Tl 

linly  centre  round  two  points. 
\Vhilr  I  am  -till  .  «.ntmt  to  regard  the  Sta! 
so  far  as  it  is  democratised,  as  an  association  » •: 
bours  or  «1\\  <  11,-rs  together,  that  is  to  say,  as  a  territorial 
association,  I  am  no  longer  satisfied  with  conceiv 

.s  an  association  of  consumers.    As  readers  of  tin- 
introdv.  ill  have  seen,  I  now  hold  • 
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the  representation  of  men  as  "  consumers,  users  and 
rnj  overs "  requires  a  multiplicity  of  associations 
dealing  with  the  representation  of  different  group 
purposes  and  interests.  Often,  therefore,  in  tins 
<  luipter,  when  I  speak  of  the  State,  I  assign  to  it 
functions  which  I  should  now  assign  to  one  or  other 
of  the  functional  Congresses  described  in  the  intro- 
ductory chapter. 

(2)  I  now  regard  the  problem  of  territorial  repre- 
sentation as  far  more  a  question  of  local  or  regional 
than  of  national  representation.  Where  this  chapter 
tends  to  lay  stress  on  national  organisation,  I  should 
now  often  shift  the  emphasis  to  the  local  or  regional 
bodies,  leaving  the  national  functions  mainly  to  federal 
bodies  drawn  from  them. 

Despite  these  changes  in  outlook,  I  have  not  thought 
it  wise  to  tamper  with  this  chapter  as  I  originally  wrote 
it  ;  and  I  do  not  think  that  the  apparent  minor  contra- 
dictions are  likely  to  give  trouble  to  anyone  who  reads 
it  in  conjunction  with  the  new  chapter  with  which  the 
book  now  opens. 
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STATE  OWNER^  )L 

I 

"  MUNICIPAL  debt  is  only  municipal  capital."     How 
easih  v  to  find  an  answer  to  Moderates 

::i.--uth   of  municipal  indebtedness, 
Socialists  swallowed  t  1<»  debating  answer  of 

flaw's.  A  municipality  desires  to  own  its  tram- 
ways :  it  therefore  buys  out  the  existing  company. 
It  then  owns  its  trams  ;  but  in  acquiring  them  it  has 
run  up  a  debt.  But,  we  are  told,  just  as  the  indebted- 
ness of  any  company  is  its  capital,  so  municipal  debt  is 
municipal  capital.  True  ;  and,  by  a  parity  of  reason 
ing,  Municipal  Socialism  is  Municipal  Capitalism,  and 
ng  else.  Just  as  the  company  pays  interest  to  its 
shareholders,  the  municipality  continues  to  pay  interest 
to  private  capitalists.  It  merely  guarantees  their  divi- 
dends, which  were  before  more  or  less  precarious. 

The  same  argument  applies  to  nationalisation  by 
purchase.     It  results,  not  in  Socialism,  but  in  a  guaran- 
teed State  Capitalism,   which  is  its  direct  opposite. 
National  debt  may  be  in  a  sense  national  capital      it 
i  the  capital  of  the  few  to  whom  interest  upon 
->  paid. 

Of  course,  the  Coll*  \vill  explain  that  he  uses 

the  argument  that  '  debt  is  capital '  only  to  '  dish  the 
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Mo<i  lit    knows  well,  he  will  tell  you,  that  ih< 

debt  incurred  in  taking  over  induMn.-  mu-t  he  wiped 
out  subsequently,  in  order  that  the  whole  product  may 
go  to  the  community.     But,  if  he  is  pressed,  as  Mr. 
Belloc  and  others  have  pressed  him,  it  soon  becoi 
clear  that  the  process  of  expropriation  by  sinking  fund. 
annuity,  or  even  such  taxation  as  he  can  plausibly 
suggest,  is  going  to  be  one,  not  of  decades,  but  of 
centuries.     Willy  nilly,  the  tame  Collectivist,  Liberal. 
Labour  or  Fabian-Socialist,  becomes  a  mere  national; 
and  ceases  to  be  a  socialises 

It  is  a  misfortune,  as  well  as  an  indication  of  the 
tendencies  of  British  Socialist  thought,  that  we  have 
of  late  years  ceased  to  distinguish*  between  nationalisa- 
tion and  socialisation,  and  even  dropped  the  latter 
word  altogether.  For  there  are  clearly  two  directions 
in  which  the  State  may  extend  its  power  over  industry. 
It  may  own  more ;  and  it  may  manage  more. 
Nationalisation,  in  the  true  sense  of  the  word 
is  used  in  common  by  capitalist  and  by  Labour 
advocates,  means  national  management  ;  socialisation, 
whether  in  the  mouth  of  a  Social-Democrat  or  < 
hireling  of  the  Anti-Socialist  Union,  means  national 
ownership. 

Now,  is  it  not  clear  that,  in  its  economic  aspect, 
Socialism  means  the  absorption  of  -urplus  value  by 
the  community  as  a  whole  ?  Therefore  Socialism 
implies  national  ownership.  Surplus  value  can  only 
be  communised  if  the  ownership  of  the  land  and 
the  means  of  production  is  in  the  hands  of  the 
community. 

National  management,  on  the  other  hand,  is  quite  i 
different  story.  Provided  the  communal  absorption 
of  surplus  value  is  secured,  as  it  would  be  under  the 
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e  are  free  to  devise  what  scheme  we 

will  •  It  has 

ii  of  National  Guildsmen  to  show  that 
nagement  is  not  a  satisfactory  scheme. 
The  Collect! vist,  as  we  have  seen,  admits,  when  he 
is  also  in   the  wide  sense  a  So 

by  itself  inadequate.     He  wishes  to 

supplement  it  by  national  c.\  p.     The 

(iuiKlsm.m  replies  that   ;  i  management  is  not 

inadequate  hut  wrong.     The  control  of  actual  produc- 

he  says,  is  the  business  of  the  producer,  and  not  of 

Only  by  gi  le'maker  control  over 

his  own  work  can  we  satisfy  the   true   principle  of 

democracy;   i  ovrrnmmt  is  no  less  applicable 

•  rial  than  to  political  affairs. 

It  i*  not.  however,  my  object  to  rehearse  in  thi^ 

the  arguments  in   favour  of  Guild  control.     1 

desire  to  point  out  that  there  are  these  two  ways  in 

the  State  can  extend  its  power— over  ownt : 
and  over  management.     And  is  it  not  clear  at  a  glance 
that  society  is  heading  to-day  straight  for  nat 

and  th.  iot  advai  thing 

he  same  speed  in  the  direction  of  national  owner- 

We  nationalise,  but  we  do  not,  save  to  an 

nt,  sociai 

r,  even  if  we  go  on  to  socialise,  we  couple 
ual  ownership  wit  <-m  of  controlling  incl 

•  .uildsim-n  hold  to  be  both  m< 
and  economically  wrong.     Even  if,  at  the  end  of  a 
thousand  years  or  so,  we  succeed  in  freeing  ourselves 
from  the  burden  of  interest  which  nationalisation  lays 
upon  us,  we  shall  Mill  be  saddled  with  a  bureau 

1  of  in  iat  will  leave  us  as  far  as  ever 

true  industrial  democracy.     If,  after  a  voyage 
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almost  as  lasting  as  that  of  the  Flying  Dutchman,  we 
round  in  the  end  the  Cape  of  State  Capitalism,  we  slrill 
only  find  ourselves  on  the  other  side  in  a  Sargossa  Sea 
of  State  Socialism,  which  will  continue  to  repress  all 
initiative,  clog  all  endeavour,  and  deny  all  freedom  to 
the  workers. 

Yet  the  position  is  not  so  easy  as  it  appears  to  those 
who  bid  us,  on  these  grounds,  oppose  all  nationalisation 
as  the  highroad  to  the  Servile  State.  I  desire  in  this 
chapter  to  confront  the  whole  problem  of  nationalisa- 
tion from  the  point  of  view  of  National  Guilds.  The 
advanced  section  of  the  Labour  movement  must  decide 
what  its  attitude  on  this  question  is  to  be  ;  for  upon 
this  depends  many  important  questions  of  immediate 
policy.  And  we  cannot  afford,  in  contemplating  the 
perfection  of  our  final  victory,  to  neglect  the  task  of 
planning  our  own  campaign,  and  of  trying  to  foresee 
the  plans  of  our  adversai 

II 

What,  then,  should  be  the  attitude  of  Guildsmen 
towards  nationalisation  ?  Forming  a  discontented 
minority  in  the  Socialist  movement,  they  find  them- 
selves, if  they  belong  to  any  of  the  Socialist  societies, 
associating  with  others  who  make  nationalisation  the 
head  and  forefront  of  their  programme.  If  they  oppose 
the  extension  of  national  trading,  they  are  told  that 
they  are  not  Socialists,  but  Syndicalists,  who  have  no 
business  in  a  Socialist  body.  If  they  support  nationali- 
sation, but  maintain  that  along  with  national  ownership 
must  go  Guild  control,  their  fellow-members  make  haste 
to  inform  them  that  there  is,  after  all,  no  difference  of 
principle,  that  they  can  all  agree  for  the  moment  upon 
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national  ownership,  and  that  the  precise  amount  of 
control  to  be  given  to  the  workers  can  be  determined 
e  Colle<  full  of  sympathy  for  the 

Idea  brhiml  th<-  (.Mild  system,  provided  that  he  need 
not  in  any  way  commit  himself  to  the  vital  principle 
of  industrial  self-governn 

Guildsmen,  therefore,  find  themselves  in  a  dilemma. 
They  are  in  favour  of  national  ov.  ,  but  only  on 

IS,     The  difficulty  is  to  define  their  attitude 
nationalisation   is   offered   them   without   con- 
is.    There  are  several  positions  which  they  may 
take  up ;  and  I  propose  to  examine  each  of  these  in 
turn. 

In  the  first  place,  they  may  agree  with  the  authors 
of  The  Miners'  Next  Step,  at  least  where  the  method 
ion  is  concerned.     They  may  simply  oppose 
nationalisation  and  rely  wholly  on  industrial  action 
may  hold  that  the  best  way  of  securing  control 
is  to  oust  the  capitalist  by  direct  action.     According  to 
this  plan,  a  series  of  strikes  must  be  declared,  and  the 
victory  of  the  workers  in  each  of  these  must  leave  the 
capitalists  poorer  than  before.    The  rate  of  profits 
fall,  and  at  the  same  tinu    the  workers  must 
secure  a  continually  greater  share  in  the  actual  manage- 
ment of  the  industry,  till  at  last  the  capitalists,  finding 
business  no  longer  profitable,  clear  out  and  leave  the 
workers  in   undisputed    possession.     So   far,    th. 
pure  Syndical;  e  Guild  Socialist  who  adopt 

attitude  adds  a  rider.  Then,  and  not  till  then,  must 
the  State  assume  the  ownership  of  the  means  of  pro- 
duction, while  their  control  remains  in  the  hands  of 
the  Trade  Union. 

This  view  would  be  dearly  the  right  one   ii  the 
Unions  could  rely  upon  the  capitalists  to  sit  still  and 
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do  nothing.  Hut  what,  we  must  ask  ourselves,  would 
be  in  reality  the  capitalists'  'next  step'?  l;i: 
is  by  no  means  clear  that  what  is  ordinarily  called  a 
'successful  strike  causes  the  rate  of  profits  to  iall. 
Especially  in  a  more  or  less  monopolistic  industry,  the 
capitalist,  as  a  rule,  recovers  from  the  public  in  en- 
hanced prices  as  much  as,  if  not  more  than,  h<  is 
forced  to  concede  as  wages  to  the  workers.  Ev 
each  strike,  imbued  with  a  new  purpose,  gives  the 
Union  a  greater  foothold  in  control,  it  will  not,  by  this 
means  alone,  succeed  in  abolishing  pro  "But," 

the  advocates  of  pure  industrialism  will  say,  "  even 
if  this  is  so,  the  series  of  strikes  for  partial  control 
will  be  followed  by  a  successful  strike  for  complete 
control,  and  the  demand  in  this  case  will  include  the 
entire  transference  of  profits  to  the  workers.  Or, 
rather,  if  strikes  do  not  cause  profits  to  fall,  the 
workers  will,  long  before,  have  coupled  their  demand 
for  a  greater  share  in  control  with  one  for  a  transfer- 
ence of  the  profits  of  the  enterprise." 

This  view  ignores  the  capitalists'  second  step.  Con- 
fronted with  the  risk  of  having  their  profits  niched 
from  them  by  the  workers,  the  possessing  cla^<  3  will 
unload  on  the  State.  They  will  demand  to  be  national- 
ised in  order  that  their  dividends  may  be  guarai 
by  the  Government.  In  this  case,  the  workers  will 
suddenly  find  themselves  striking  not,  as  they  had 
planned,  against  a  body  of  private  capitalists,  but 
against  the  State.  Their  action  will  be  none  the  worse 
for  that ;  and,  if  their  demands  are  refused,  it  is  to  be 
hoped  that,  under  such  conditions,  they  will  strike  all 
the  more  persistently ;  but,  whatever  they  do,  their 
plans  will  have  to  be  remade — that  is,  if  they  are  out 
for  control  in  conjunction  with  a  democratic  State. 
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y  are  S  it  will  make  no  diffcrcn 

t  the 

is  a  more  dangerous  enemy. 

in  that  case  the  complete  absoi  i   th«    -uipl-i- 

value  created  in  will  presumably 

go  on  un  .-nd  is  achieved.    Gufldamea,  on  the 

hand,  l>-  :i  a  partnership  brtw.-.-n  tin-  State 

and  t  1  for  the 

u nul  absorption  of  :e.     They  ha 

wisli  to  srt  up  forms  of  ,e  profiteering  in  the 

various  i;  will  drsin-  to  strike,   i. 

order  to  compel  the  State  to  yield  up  a  property 

•   longer  profitable,    but  to  secure  control   over 
prodi:  11  be  prepared 

to  pay,  according  to  their  ability,  as  it  is  measured  by 

productivity  of  their  in< 
To  this  aspect  of  the  qu<  -urn.     What 

it  now  is  to  point  OUt  that,  if  all  this  is  -^r.. 
a  part  at  least  of  the  case  we  are  :iij  falls  to  the 

groin  pure  industrialist  of  this  first  type  leaves 

Cation  out  of  accouir  argument.     It  i- 

u  to  >ay  that  he  is  opposed  to  nation- 
ion.     It  is  of  no  use  to  be  opposed  to  the  en- 
plan  of  campaign,  which,  at  no  distant  date,  n.-. 

ion  may  well  become      li     ikilftil  strat         -hinks 

out  v.  -ny  will  do.  and  considers  how  he  can 

meet  it.     Our  indust  .  must  defeat 

or  a»  tion.     But  can  he,  holding  the 

ial  power  precedes  political  power,  or 

nyone,  doubt  that,  if  the  capitah  ionali- 

sation.  thi-y  \\ill  t;et  ie  doctors  might  possibly 

succeed  in  resisting  a  proposal  to  establish  a 

medical  service,  because  they  are  capitalists  as  well  as 

workers;  but  it  is  ndi.-ulou*  to  suppose  t  class 
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of  manual  workers  could  resist  nationalisation  if  the 
State  and  the  employers  alike  wanted  it.  Nationali- 
sation is  inevitable,  not  because  it  is  the  policy  of  the 
Labour  Party,  but  because  it  is  rapidly  becoming 
sound  capitalist  economics. 

Let  us  be  quite  clear.  The  only  industries  in  which 
the  organisation  of  the  workers  is  anything  like  com- 
plete enough  for  such  a  policy  as  The  Miners'  Next 
Step  suggests  are  certain  public  utility  services  which 
are  in  the  nature  of  natural  monopolies.  Let  us  confine 
our  survey  to  these  industries — say,  to  the  mines  and 
the  railways.  In  both  cases,  is  it  not  obvious  that  the 
first  sign  that  such  a  policy  was  being  consciously  and 
successfully  adopted  would  be  the  signal  for  nationali- 
sation ?  And  is  it  not  equally  clear  that,  for  the 
present,  a  strike  against  nationalisation  is  unthinkable  ? 

Indeed,  such  a  strike  would  be  in  itself  an  absurd 
paradox.  It  is  not  against  nationalisation  that  the 
workers  must  strike,  but  for  control.  It  is  admitted, 
however,  on  all  hands,  that  the  workers  are  not  yet 
ready  for  complete  control.  Till  they  are  ready,  a 
strike  against  nationalisation  would  inevitably  be  a 
strike  for  the  retention  of  private  ownership  in  the 
hands  of  the  present  holders.  It  would  be  a  strike  to 
save  the  capitalists  from  themselves,  or  at  least  from 
their  alter  ego,  the  State.  Though  such  a-  strike 
might  be  represented  by  its  advocates  as  an  attempt 
to  save  the  fatted  calf  of  Capitalism  from  being  carried 
off  by  the  enemy,  the  situation  is  evidently  too  absurd 
to  contemplate.  Even  if  it  were  logically  justifiable, 
which  it  is  not,  it  would  be  a  hopeless  position  to  adopt. 

It  is  therefore  futile  to  oppose  or  obstruct  the  nation- 
alisation of  such  public  utility  services  as  the  mines 
and  the  railways.  In  other  industries,  in  which  there 


\TROL  157 

is  not  yet  awhile  any  likelihood  of  national] 

n  little  whether  Socialists  propose  or  oppose 
.  as  we  shall  see,  at  least  one 

case — banking — in  whu  h  they  ought  actively  to  for- 
ward it.    For  the  purposes  of  our  present  argument, 
:^'h  to  say  that,  .  •  seems  likely,  opposi- 

tion is  tut  ill  --cms  unlikely,  advocacy  is  at 

argument  win.  h  wv  have  brought  to  bear  upon 
thorough-going  opponents  of  nationalisation  applies  also 
t"  those  who  say  that  the  time  for  nationalisation 
come,  but  that  the  workers  are  not  yet  ripe  for  it.    Of 
course,  the  workers  are  not  read  .  and  that  is 

preci-  it  will  come.     Were  the  working  class  as 

>le  imbued  with  tin-  idea  of  control  and  endowed 
with  the  power  that  idea  gives,  nationalisation  would 
no  longer  serve  the  capitalists'  ends.     It  would  be  the 
signal  for  the  complete  overthrow  of  Capitalism- 
or  private — and  for  the  substitution  of  the  Guild  system. 

realisation  is  coming  now,  and  coming  inevitably, 
because  it  is  the  capitalists'  last  card.     When  their 

rnds  are  no  longer  safe  from  the  direct  action  of 
the  workers,  they  trust  to  the  State  to  save  them  by 
nationalisation — at  any  rate,  for  the  time.  But  until 
those  who  say  that  the  workers  are  not  ready  for 
nationalisation  explain  how  the  workers,  being  admit- 
tedly unready  and  badly  organised,  are  to  defeat  it.  the 
argument  I  have  used  in  criticism  of  pure  industri 
holds  against  them  also.  It  is  waste  of  breath,  ink. 
ami  t  nergy  to  oppose  •  Let  us,  then,  seek 

to  discover  what  effect  the  nationalisation  of  mines  and 
railways  will  have  on  the  chances  of  Guild  control. 
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III 

'ion  \\ith  a  question.  What  will 
be  the  effect  of  nationalisation  —  State  Capitalism,  if 
you  will  —  upon  the  prospects  of  Guild  control  ?  Will 
it  make  tin-  path  to  the  Guild  easier  or  more  difficult  ? 
In  the  attempt  to  answer  this  question,  it  is  natural  to 
appeal  to  the  actual  working  of  those  enterprises  which 
are  now  run  by  States  or  Municipalities.  What,  in 
these  cases,  has  been  the  effect  of  national  ownership  ? 
When  the  general  question  of  nationalisation  is  at 
issue,  advocates  and  opponents  alike  make  this  appeal. 
The  State  Socialist  will  tell  us  that  the  State  is  on  the 
whole  a  better  employer  than  the  private  capitalist  , 
that  in  public  employment  the  worker  enjoys  prefer- 
ential conditions  and  greater  security  of  tenure,  and 
that  the  publicity  afforded  by  Parliamentary  control 
secures  the  remedy  of  any  crying  injustice.  On  the 
other  hand,  the  opponent  of  Collectivism  will  point  to 
the  dangers  and  annoyances,  petty  and  great,  which 
bureaucracy  entails  ;  he  will  cite  existing  State  services 
as  showing  the  inevitable  growth  of  bureaucracy  under 
a  system  of  national  management  ;  he  will  point  out 
that  such  '  advantages  '  as  the  Government  employee 
enjoys  are  more  than  balanced  by  losses  of  civil  and 
industrial  rights  ;  and  he  will  urge  that  the  publicity 
secured  through  Parliament  has  been  shown  to  be  use- 
less unless  the  weapon  of  industrial  action  is  behind  it. 
Both  sides  will  cite  instances  in  support  of  their  views 
with  equal  facility  ;  but  they  will,  as  a  rule,  be  different 
instances,  drawn  not  necessarily  from  different  public 
enterprises,  but  from  different  points  in  the  working 
of  the  same  services. 
Thus,  the  Collectivist  assures  us  that  the  State  is  not 
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a  bad  sweatei  m  roost  cases,  it  pays  Trade 

tes.    Where  this  is  not  so,  he  can,  as  a  rule. 

that  the  workers  are  getting  an  equivalent  in 

rary  men  are  indeed 

mil.  i  P.  ^edbythcc,t  -tandard, 

to  its  established  staff  of 

-       With  more  exceptions  .1  less  degree, 

the  same  may  be  said  of  the  ies.    They  do 

not,  t  iatever  cause,  normally  pay  less  than  the 

Trade  Union  rates.    The  exceptions,  of  u  hi.  h  every  one 
know  do  not  alt<  In  the  scale 

of  ca:  mployers,   the  Star  Is  perhaps  a 

above  the  average. 

It  may  be  true,  fun  occupies  this  po- 

partly  as  a  result  of  Parliamentary  publicity  and  con- 
Members  o;  nterested — in 
many  cases  even  a  disinterested — dislike  of  the  worse 

of  sweated  labour,  or  at  least  of  being  openly 
and  publicly  responsible  for  th.-m  S«>  far,  therefore, 

iges  are  concerned,  Pa  yene. 

a  certain  amount  of  publicity  has  been  secured, 
to  bring  the  condition  of  public  employees  up  to  the 
standard  rates.  Further  than  this  they  have  no  desire 
to  go  ;  they  will  try  to  be  as  '  good  '  as  the  average 
private  employer,  but  they  will  do  anything  short  of 
losing  tluii  s<at-  than  be  any  bt-tt- T  Where 

any  question  of  discipline  or  management,  in  short,  of 
control,  is  concerned,  they  are  adam 
of  the  bureaucratic  omnipotence  and  all- wisdom  of  the 
permanent  oi 

isibility  of  all  the  arguments  ad  opificem  in 
favour  of  national  management  rests  on  the  same 
fallacy  as  the  arguments  for  compulsory  arbitration. 
Because  the  effect  may  be  at  first  to  screw  up  wages 
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all  round  to  the  standard  ratt ,  it  i>  .u^ued  that  tliis 
proves  the  system  right.  It  proves  nothing  of  the  sort : 
wages  fixed  by  Parliament  or  by  bodies  depending  on 
Parliament  attain  to  the  standard  rates  ;  but  there 
they  invariably  stagnate.  Every  new  demand,  that 
cannot  be  shown  to  be  the  habitual  practice  of  most 
employers  or  of  all  the  best  employers,  is  resisted  to 
the  death  by  the  public  authority,  dominated  as  it  is 
in  every  case  by  officialism,  conservatism,  and  bureau- 
cracy. If  the  Guildsman  is  asked  to  accept  nationali- 
sation on  the  ground  that  Parliament  and  the  officials 
will  be  anxious  to  grant  every  reasonable  demand,  his 
answer  is  obvious  and  complete.  For  the  purpose 
which  they  have  in  view,  Parliamentary  control  is  not 
only  valueless,  but  definitely  obstructive. 

Turn  now  to  the  picture  of  national  management  as 
the  Syndicalist  paints  it.  Let  us  take  as  our  example 
'  democratic  '  France,  the  home  of  Syndicalism.  Take 
three  State  enterprises — the  schools,  the  Post  Office 
and  the  State  railway.  The  teachers  have  had  their 
Trade  Unions  suppressed  ;  a  French  Premier,  nominally 
a  Socialist,  has  defeated  a  railway  strike  by  calling  the 
railwaymen  to  the  colours  ;  the  Post  Office,  as  M. 
Beaubois  has  shown  in  his  admirable  pamphlet,  La 
Crise  Postale  et  les  Motiopoles  d'Etat,  is  a  hot-bed  of 
bureaucracy,  favouritism  and  inefficiency.  The  French 
worker  knows  well  that  the  accompaniment  of  State 
ownership  is  administrative  tyranny. 

Are  we  then  to  conclude  that  nationalisation  is 
always  bad  from  the  Guildsman's  point  of  view  ?  If 
so,  since  we  have  decided  that  it  is  futile  to  oppose  it, 
we  are  indeed  in  a  bad  way.  What  we  have  said,  how- 
ever, need  not  bear  that  construction.  Nationalisation 
is  dangerous  only  in  proportion  as  Trade  Unionism  is 
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weak.    Were  French  Trade  Unionism  strong,  instead 

of  weak.  th<-  {>ut>!  prises  could  not  be  conducted 

\Mtli  i Kit  characterise 

lee  of  tin-  administr.i  united  by  the 

employees. 

te  depar  polities,  while  on  the 

whole  they  pay  at  least  as  good  wages  as  the  general 
run  of  employers,  are,  we  admit,  naturally  inimical  to 

•it    by   the   managed. 

v  extension  of  Trade  Union  activity  is  repressed 
as  subversive  of  discipline,  or,  if  they  have 
been  brought  up  to  be  philosophers  as  well  as  bureau- 
.  as  cases  of  rebellion  by  the  worker  against  him- 
self— for  -  11  you,  are  the  State. 
y  obstacle  will  be  put  by  .t  rators  in  the 
way  of  the  extension  of  Guild  control.     Yet  none  the 
less  the  public  and  semi- public  services  are  the  soil  in 
ild  idea  is  growing  most  fruitfully,  and  may 
be  expected  to  grow. 

We  have  too  long  repeated  the  Marxian  phrase  that 
of  Labour  must  be  the  work  of  Labour 
without  understanding  it.     The  Syndicalists  and  tbei 
National   Guildsmen  are  fundamentally  right  in   re- 
garding the  industrial  consciousness  of  the  workers  as  I 
the  pivot  on  u  hi.  h  the  whole  social  system  swings. 
The  fundamentally  important  thing  about  the  various 
forms   whii  h   the  capitalist   organisation  of  industry 
assumes  is  not  r  they  are  harsh  or  gentle,  whether 

they  feed  the  workers  well  or  ill,  but  whet 
foster  or  destroy  the  spirit  of  liberty  in  men's  hearts. 
Wherever,  under  the  present  system,  we  find  gr< 
up  a  revolt  t  .  ly  blind  anger  or  blind 

despair,  wherever  we  find  in  revolt  the  const n: 
idea  of  industrial  democr  re  is  the  social  struc- 
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ture  best  fitted  to  further  the  cause  good  men  ha\ 
heart.     Wherever  there  is  no  such  spirit  of  const  nut  inn, 
there,  whatever  the  material  position  of  the  workers, 
no  hope  of  the  ending  of  Capitalism 

This  gives  us  a  measure  of  the  new  spirit  which  is 
not  merely  quantitative.  Not  where  men  are  most 
angry  or  most  rebellious,  but  where  they  realise  most 
clearly  what  needs  ending  or  mending  and  how  it  may 
be  ended  or  mended,  is  the  cause  of  Labour  most  hope- 
ful. Only  an  idea  can  slay  an  idea  :  until  the  workers 
are  animated  with  the  desire  to  be  their  own  m;i 
they  cannot  supplant  the  idea  that  their  class  is  born 
for  wage-slavery. 

But  is  it  not  in  public  and  semi-public  services  that 
the  idea  of  control  seems  to  be  taking  root  ?  The  Postal 
and  Telegraph  Clerks'  Association  had  the  honour  of 
being  the  first  Union  to  make  a  public  and  open  demand 
for  joint  control — a  proposal  characteristically  stigma- 
tised by  the  dotards  of  the  New  Statesman  as 
fantastic.  In  the  Post  Office,  as  we  shall  see,  the  de- 
mand for  control  is,  and  has  long  been,  a  vital  and 
practical  question.  A  generation  in  advance  of  thm 
time,  the  Postal  workers  are  fighting,  against  odd 
battle  of  National  Guilds.  It  is  significant  that  the 
demand  for  control  should  have  come  so  far  in  its  most 
articulate  form  in  such  a  public  service  as  the  Post 
Office.  Moreover,  we  have  already  noticed  that  the 
same  demand  has  been  made  by  the  Postal  workers 
of  France. 

The  second  case  in  which  the  question  of  control  has 
of  late  years  forced  its  way  to  the  front  is  the  railway 
service.  The  railway  workers,  regarded  until  recently 
as  among  the  most  backward  of  Trade  Unionists,  have 
now  practically  assumed  the  lead  among  the  '  forward  ' 
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sect i«  n  in  the  world  of  Labour.     The  railways  <•!  • 

ihsrd.  though  tln-v  are 

iteconti  <  >f  late  years  there  has  been 

so  inu.il  State  .m  the 

poin  A  that  concerns  us  here  they  might  as  v. 

so.     What  thrn  has  caused  the  lea 

to  take  spontaneous  fonn  in  these  branches 

h  are  under  <i.  ely 

lagement  ? 

One  in.iin  rrax.n  is  not  far  to  seek.     Nothing  t 
so  greatly  to  promote  the  idea  of  control  as  unified 
management.     Where  an  industry  is  split  up  among  a 
number  of  wholly  or  almost  wholly  separate  manage- 

^  on  different  principles  and  with  YITV  1 

co-ordination,  the  twin  demands  for  recognition  and 

trol  cannot  so  easily  be  made  as  when    a  whole 

i  n.  iu-try  is  gathered  up  under  one  supreme  direction. 

-Mth  divided  management  Trade 

IH  t  ends  to  be  concentrated  on  the  attempt 

to  bring  the  worse  employers  up  to  the  level  of  those 
who  are  better.  Trade  Unionism  remains  wrapped  up 
in  the  old  attempt  to  maintain  and  impiovr  tin-  -tandard 
rate.  Wages  questions  tend  to  hold  the  first  place, 
v  do  not,  of  course,  monopolise  the  energies 
of  the  Union.  But  where  questions  of  discipline 
management  arise,  they  are  usually  in  this  type  of 
induMrv  <ju<>tions  affecting  a  single  management,  and 
win -n  they  are  settled,  no  demand  arises  for  a  uniform 
and  recognised  right  of  Interference  with  the  acts  of 
all  firms  in  the  industry.  The  case  remains  isolated 
and  unimportant  :  no  new  principle  is  established. 

With  a  unified  management,  on  the  other  hand,  the 
accumulating  series  of  individual  demands  have  all  to 
do  with  the  same  authority,  and  are  soon  inductively 
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recognised  as  instances  of  a  general  principle,  which  at 
once  becomes  a  general  demand.  Recognition  of  the 
Union  is  claimed  ;  and  recognition,  once  won,  soon 
•gates  to  itself  wider  and  wider  definitions.  Sooner 
or  later  the  Union  gets  a  real  foothold  in  the  control 
of  the  industry,  and  a  step  has  been  taken  in  the 
direction  of  National  Guilds. 

Secondly,  the  very  bureaucracy  which  is  characteristic 
of  State  departments,  accompanying  unified  manage- 
ment, both  irritates  the  workers  and  gives  them  an 
obvious  target  for  their  irritation.  They  readily  come 
to  see  not  only  that  something  is  the  matter,  but  what 
the  matter  is  and,  sick  and  tired  of  official  bungling, 
they  claim  to  take  the  place  of  the  bunglers.  The 
natural  impulse  we  all  feel  to  push  aside  anyone  whom 
we  see  doing  badly  what  we  can  do  better  comes  to 
their  aid ;  and  their  anger  is  transformed  into  a  rational, 
but  none  the  less  righteously  angry,  demand  for  joint 
control  of  their  industry.  Is  it  not  nationalised  industry 
that  best  answers  this  description,  and,  if  so,  is  not 
nationalised  industry  a  good  seeding-ground  for  the 
Guild  idea  ? 


IV 

'  Trust-busting  '  is  the  favourite  pastime  of  Ameri- 
can '  fake  '  reformers.  In  the  United  States,  Govern- 
ment regulation  of  big  business  is  the  approved 
'  progressive  '  alternative  to  ending  the  wage-system 
— as  transparent  a  device  of  Capitalism  as  the  most 
flagrant  pieces  of  Lloyd-Georgism  that  we  in  this 
country  have  to  endure.  The  futility  of  such  attempts 
to  play  the  Mrs.  Partington  has  all  along  been  appreci- 
ated by  the  revolutionary  wing  of  American  Socialism. 
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W.  D.  Haywood  and  Frank  B  I  book,  In- 

dustrial  Socialism,  declare  with  .  mphasts  agaii 

.unpaigning  us.     They  have 

seen  that  it  is  n»n«  s  to  decide  between 

of  capitalist  organ  .ire  out 

nd  Capitalism,  and  not  to  adapt  it 
If,  as  t:  would  have  us  believe,  all 

ion  is  simply  and  solely  State  Capitalism, 
Iocs  not  follow  that  it  should  be  opposed.     I! 
t.    is  th  p  ,,f  the  employer 

m.t  i  thrin  rules  the  roast?     If  it 

to  oppose  not  equally  futile  to  oppose 

ion.    \\hich   is   only  ;^t    in   its  most 

perfect  form  ?     Are  not  both  stages,  not  indeed  neces- 
sary, but  in  many  cases  convenient,  in  the  passage 
idual  Capitalism  to  the  system  of  workers' 
control  over  industry  ? 

For  the  State  and  the  trust,  cartel  and  combine 
clearly  have  this  ii  aon.     Both  involve  a  high 

degree  of  in  ;it  ;  both  incline  to  centrali- 

sation and  bureaucracy  ;    both,  even  when  they  pay 
iges,  tend  to  annoy  ith 

galling  restrictions  and  red  tape.     It  is  among 
employees  of  the  t  hat  the  revolu- 

sm  of  the   I  ml 

lias    taken  root  the  wage-slaves 

of  the  State  and  of  the  combines  of  Gr< 

i  en  are  destined  to  be  made. 

What  i  not  so  much  whether  an  in- 

dus  .-run   or  n<  i-   for  th<    j>n 

mainly  a  question  of  caj  MCC — as  whether 

a  \\  --d  manage- 

be  too  nphasised  t 

the  Of|  lustry  which  the  duild  system 


i(,(>  STATE  OWNERSHIP 

connotes  is  a  national  organisation,  as  the  Ti 
Unionism  out  of  which  it  must  grow  is  a  national 
Trade  Unionism.  Generally  speaking,  we  may  say 
that  the  battle  for  Guild  control  will  be  fought  in  tin- 
great  industries,  and  above  all  in  those  in  which  tin 
combination  and  concentration  of  capital  are  closest. 
If  \ve  leave  State-run  industries  out  of  account,  no 
one  will  for  a  moment  dispute  this  statement  ;  as  soon 
as  it  is  realised  that  State-run  industry  is  only  con- 
centrated Capitalism  to  the  nth  power  the  case  is 
equally  clear  there  also.  The  State  will  be  the  leading 
antagonist  of  the  Guilds  ;  but  it  will  also  be,  in 
many  cases,  their  chief  begetter — a  sort  of  mtdecin 
malgrd  lui  of  the  malady  it  has  itself  created. 

It  is  no  lingering  illusion  about  the  benefits  of  State 
employment  that  should  cause  Guildsmen  to  refrain 
from  joining  hands  with  Tories  and  Whig  advoc.v 
of  laisser-faire  in  opposing  nationalisation.  Bill  Hay- 
wood  refuses  to  help  the  reformers  in  America  to 
destroy  trusts,  not  because  he  loves  trusts,  but  because 
Capitalism  is  destined  to  self-destruction,  and  through 
the  trust  lies  the  road  to  its  ruin.  Combination  is  tin 
capitalists'  last  card  but  one  ;  nationalisation  will 
prove  to  be  their  last  card  of  all.  It  is  not  for  us  to 
interfere  with  their  method  of  playing  their  hands  ; 
let  us  rather  trump  the  trick  when  the  capitalists'  ace 
has  been  played. 

We  must  not,  however,  push  the  analogy  between 
the  State  and  the  trust  too  far.  There  are  certain 

:<  Tences  between  them  ;  but  these,  too,  are  far  from 
inducing  us  to  oppose  the  extension  of  State  industry 
to-day.  Suppose  we  had  to  choose  whether  a  given 
industry  should  be  run  by  a  trust  or  by  the  State. 
What,  we  should  ask  ourselves,  would  be  the  position 
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workers  in  UK  two  cases?    Wages  wouM  pro- 
bably be  much  tlu-  same  under  both  systems;    but 
ight  be  a  tend.  management  were 

•nal,  to  assure  a  higher  standard  to  the  worst  paid 
too,  would  probably  be  much  the 
if  there  was  a  diftV  ild  pro- 

bably b<  :  under  t:  it  us,  especially 

in  the  i.-  Mcssof  status,  the  uf"'  .t  employee 

would  be  likely  to  have  a  But 

onsciousness  of  static  Is  the  b  of  wisdom, 

ssmtial  pn  M  idea, 

.  t  t  hen  becomes  ir  view  that  national- 

.on  mea  State?    We  are  all  well 

tied  wnh  tlu-  ai^im  .ire 

fully  conscious  of  its  force.     Yet.  if  n,iti..n ali-.ition  has 
all  the  effects  we  have  been  claiming  for  it.  is  not  : 
whole  theory  of  the  Servile  State  utterly  unti 

Not  altogether,  though  it  i>  at  : 

broadest  of  all  oppositions  between  rival  schools  of 
Socialist  strate^  t  between  the  evolutionist  \s 

holds  that,  bad  as  Capitalism  is,  if  we  go  on  improving) 
it.  it  will  some  day  turn  into  Socialism,  and  the  revolu- 
who  mai  iat  S«*  i.tli^rn  will  come  about 

n  Capitalism  has  become  so  bad  as  to  be  absolut 
int<  Good  arguments  are  brought  forward  in 

;>ort  of  both  positions.    The  evolut  <ay 

tin-  t>cttrr  off  a  m  ie  more  likely  he  is  to 

osition,  and  to  ask  for  still 
onditions.     He  will  point  triumphantly  to  • 

among  the  better- paid  workers  that 

Soci  Trade  Unionism  alik  most  head- 

.  ;  and  he  will  ur^e  that  thi^  .  proves  his 

case.    The  revolutionist,  on  tin  other  hand,  will  point 

the  success  with  which      benevolent '   employers 
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have  managed  to  lull  their  workmen  into  apathy,  to  the 
growth  of  sedative  movements  like  pr..iit  -sharing  and 
copartnership,  and  to  the  effects  of  Australasian  laTxmr 
legislation,  his  knowledge  of  which,  being  based  MM 
out-of-date  text-books,  will  stop  short  some  years  back, 
before  the  present  period  of  unrest  began.  Each  will 
seem  to  have  a  strong  case,  because  each  is  in  the 
main  speaking  tin-  truth  in  what  he  asserts,  but  sup- 
pressing or  failing  to  perceive  other  truths  that  arc  no 
less  important. 

On  the  one  hand,  it  is  abundantly  dear  that  hi.^h 
wages   make   men  more,  and  not  less,  discontent 
This  is  true  generally,  but  more  especially  when  hi-h 
wages  are  the  result  of  industrial  action.     In  -IK  h  a 
case  the  effect  is  immediate,  and  new  demands  aln 
invariably  follow  on  the  first  favourable  opportui 
When  a  rise  is  due  to  some  external  cause,  such  as 
legislation  that  is  not  the  response  to  direct  industrial 
pressure,  the  immediate  effect  may  be  a  lull ;  but  none 
the  less  the  workers  will  be,  in  the  long  run,  more  in- 
clined to  make  demands  than  before.     The  evolutionist 
is  right  in  his  view  of  the  psychological  effects  of  1 
wages. 

On  the  other  hand,  it  is  equally  demonstrable  that 
copartnership   and    all    forms    of   '  coddling '  by  em- 
ployers who  are  astute  or  benevolent,  or  more  often 
both,  do  devitalise  the  workers  who  receive  them,  and 
make    rebellion    more    difficult.      The    copartnership 
employee  does  not  make  a  good  Trade  Unionist,  nor 
does  the  '  almshouSe  and  pension  '  type  of  benevolent 
employment  foster  the  spirit  of  independence.     II 
then,  the   revolutionist  is  right   in  his    psycholojj 
inductions. 

But  is  it  not  evident  that  these  views  are  perfectly 
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com i  Low  wages,  suj  .  t  ed  by  benevolent 

inanagcn  ty  secure  a  fair 

dard  of  material  con  employee  ;  but  they 

are  demoralising  and  degrading  ;  they  produce  a 

md  acquiescence,  in 

idea  cannot  grow      Ih<\t>i<.  .is  Nietzsche's 

•M.ite  Men.'  >«T\ilr  in  word  an*!  thought  and  act. 

wages,  on  the  otl  icmselves  an 

•  they  are  com- 
bined with  harsh  or  bureaucratic  management,  they 
are  :  miners  and  the  creators  of  revolt. 

^  hypocritical,  and  even  real  but  >tupid,  benevo- 
lence and  not  malignant  opposition   that   <>inl 
have  to  fear.    Some  day.  n  to  play 

the  game  of  benevolence  in  a  last  effort  to  lull  the 
workers  again  to  sleep.     But  we  may  reasonably  hope 
ill  be  so  long  in  learning  that  lesson 
A  ill  be  made  too  late.     For  the  State 
has  one  great  disadvantage  when  it  sets  out  to  imitate 
overs  and  Cadburys  of  private  capitalism.    The 
'  benevolent  '  employer  is  working  on  a  comparat 
small  scale  :    he  makes  full  play  with  the  idea  that 
the  business  is  a  family,  a  home,  an  idea  to  which  the 
employees'   trade   patriot  n   cling.     He   m 

wherever  he  can,  a  sentimental  appeal  and  calls  for 
'  loyalty  to  the  linn.1     All  th.  tate  cannot  easily 

>t  of  all,  State  industry  tends  to  fall 
into  the  hands  of  and  will 

continue  to  do  so  till  the  workers  themselves  assume 
control.     But  the  bureaucrat  is  always  likely  to  rub 
Average  man  up  the  wrong  way.     Hen  in  lies  the 
State's  first  handicap.    Secondly,  the  State-run  in- 
possesses  a  unified  m.ina.  •  md  the 

which  thi  es  only  ^  bureaucrats  a  bigger 
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chance  of  making  themselves  unpleasant.  On  all 
accounts,  therefore,  though  the  State  will  probably 
try  some  day  to  play  the  benevolent  employer,  it  will 
probably  fail  in  its  attempt  to  send  the  workers  to 
sleep.  If  it  pays  high  wages,  it  will  only  rouse  them 
to  ask  for  more  ;  if  it  tries  the  more  underhand  method 
of  supplementing  wages  by  conditional  benefit s,  it  will 
only  rouse  the  workers  by  the  pin-pricks  of  bureau- 
cratic '  benevolence.' 

The  nationalisation,  therefore,  which  capitalists  will 
bring  about  in  order  to  save  their  dividends,  and 
reformers  urge  upon  us  in  the  interests  of  social  peace, 
we  may  accept,  at  least  in  certain  industries,  because 
we  believe  that  it  will  bring,  not  peace,  but  a  sword. 


Advocates  of  nationalisation  admit  that  their  policy 
is  immediately  practicable  only  in  a  few  cases.  Tl 
is  little  chance  that  the  State  will  as  yet  take  over  any 
save  a  very  special  class  of  industries.  Broadly  speak- 
ing, these  will  be  public  services  which  naturally  tend 
towards  monopoly.  But  the  possession  of  these  charac- 
teristics will  not  by  itself  be  enough  to  cause  nationali- 
sation ;  the  additional  impetus  will  come,  at  any  rate 
in  ^reat  industries,  from  the  growth  in  numbers  and 
in  consciousness  of  the  Trade  Unions  In  these  ca 
the  very  strength  with  which  the  workers  make  tln-ir 
demands  will  hasten  their  transference  to  State  employ- 
ment ;  where  Trade  Unionism  is  strong  and  intelligent, 
nationalisation  will  be  inevitable. 

We  can  therefore  say  with  confidence  that  in  some 
cases  national  management  will  precede  National 
'.uilds.  This,  however,  need  apply  only  to  industries 
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ire  of  public  services.    While  we 

ident  that  nationalisation  of  mines  and 
railways  \\ill  ( <-me  l>ef..ir  <  ,ui  Id  control  can  be  achieved, 
it  dot-  1  low  that  the  same  order  will  be  observed  in 

the  t«  rigineeri:  the  t>u: 

industry      I-'MI-    the  »f  an   essentially 

monopolistic  public  utility  ser  i  .nlways, 

I,  or  even  the  n 

to  take  over  an  not  a 

publu    service,  and  «  stoppage  does   not 

dislocate  umal  life  to  am  thing  like  the  same 

of  cotton  operatives  only  indirectly 
affects  the  industry  of  the  country ;  the  effect  of 
a  national  stoppage  of  mint  -rs  or  railway  in 

to  and  deva  Only   in    industries   of 

r  type  is  the  State,  for  son  to  come, 

to  step  in  with  any  complete  system  of  nation- 
ion  or   control,  except    as  a   purely  temporary 

expedient 

National  management  :  as  a  transitional 

stage,  in  the  mines  and  on  the  railways,  for  two  reasons 
may  seem  contradictory  :    first,  because  there 
Unionism  is  strong,  or  at  least  will  soon  be 
strong  enough  to  frighten  the  employers  into  getting 
profits  guaranteed  by  the  State  ;   and  secondly, 
because  e  e  Trade  Unionism  is  weak — too  weak, 

ad  too  little  self-conscious  to  assume  full  con- 
trol.    For  even  tin-  inn^t  advanced  Trade  Unions 
a  long  road  to  travel  before  they  fit  themselves  for  the 
>1    of   ii  nt    class-consciousness   is 

still  tai  i  nou^'h  from  realisation  ;   and  dassrconscious- 
•it  the  I-  which  a  constructive 

idealism  :  to  be  built. 

•bable,  therefui-  he  most  the  rail 
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n  or  the  miners  will  at  first  secure,  when  their 
industry  comes  to  be  nationalised,  will  be  recognition 
together  with  an  organised  power  of  making  represen- 
tations to  the  bureaucrats  who  will  still  IK  in  control. 
In  the  IIIM  instance,  they  can  hardly  hope  to  do  more 
than  entrench  themselves  firmly  in  tin  disputed  i 
tory.  Once  fully  recognised  through  their  I'nions,  tin- 
workers  will  go  on  to  make  new  demands;  but  tin- 
demand  for  the  actual  control  of  industry  will  come 
later  than  the  claim  ^o  criticise  those  who  control  it. 
The  introduction  of  State  management  will  be  tli 
for  a  long  battle  between  bureaucracy  and  freedom. 

The  industries  that  will  then  be  nationalised  are, 
however,  precisely  those  in  which  the  demand  for  con- 
trol is  already  most  articulate.  To  this  demand  tin- 
bureaucracy  incidental  to  State  management  will  afford 
a  stimulus,  and  the  result  will  be  a  great  growth  of 
the  spirit  of  unrest.  After  nationalisation,  we  may 
expect  the  Unions  in  the  nationalised  industries  to 
lead  the  way.  With  the  possible  exception  of  a  few 
small  industries,  it  seems  likely  that  the  Guild  syv 
of  national  ownership  and  producers'  management  will 
be  established  first  in  those  industries  which  pass  i 
through  the  stage  of  national  management. 
pEvery  approach  to  the  Guild  system  made  by  a 
Trade  Union  in  one  of  these  State-run  industries  will 
act  as  an  incentive  to  every  other  Union.  The  principles 
established  by  one  Union  soon  become  the  programmes 
of  all  the  rest.  While,  therefore,  the  workers  in  some 
industries  are  feeling  their  way  towards  producers' 
control  in  face  of  the  opposition  of  the  State,  the  rest 
of  the  workers  will  be  learning  to  make  the  same 
demand^  of  the  private  capitalist.  And,  if  we  may 
expect  the  equilibrium  of  joint  control  to  be  readied 
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n  some  one  of  the  nationalised  industries,  we  may 
expect  also  tl  will  h.< 

-run  and  private,  a  greater  or  less  encroach- 
vers  upon  control  I 

'.ming  in  con 

class-consciousness   b<  11    be   no 

longer  any  need  for  an  intermediate  stage  of  nat 
inanai,vmrnt.     Tin-    workers,    .^rown    wi^-    .-noii^li    to 
ise,  and  strong  enough  to  win,  control,  will  at 
managemei  .    the  State  assumes 

Ownership  of  the  means  of  production.    In  those  in- 
b   will   i  in   tin-   b  -f   the 

it  will  then  be  both  possible  and 
right  to  pass  at  once  to  the  stage  of  <  .mid  «>ntr<  1      I: 
all  these  cases,  the  workers  will  no  doubt  have  already 
gained  a  considerable  share  in  control;    the   t 

•n  of  tin  whole  management  will  therefore 
present  no  difficulty,  while  the  State  will  slip  natmally 
into  <  •}>,  and  will  deal  as  it  thinks  tit  with  the 

supplants.    At  the  same  tiim -.  th 
in  the  \.  nalised  industries,  who  will  also 

have  gained  already  a  large  share  .>!.  will  make 

good  their  claim  to  management,  wlnl«    tin   Stat- 
^elf  to  ownership  am:  in  of  the  woi 

managerial  methods.    The  first  industry  in  whirh  the 
and  the  Trade  Union  arrive  at  a  satisfactory 
demarcation  of  ti  ns  of  ownership  and  manage- 

will  serve  as  a  »del '  for  all  the  rest,  just 

IN  the  Amalgamated  Society  of  Engineers  served  as 

rade  Unionism  in  the  past, 
possible  to  say  how  many  industries  will  pass 
through  the  intervening  stage  of  national  management. 
a  matter  of  capitalist  organisa- 
tion, with  which  we  can  hardh  re  one  way  i 
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other.     At  the  one  end  of  tin-  industrial  chain,  it  s<  • 
clear  that  the  railways  and  the  mines  will  be  national 
ised.    The  same  fate  very  probably  awaits  the  dock- 
yards, and  possibly  the  shipyards  also.     On  the  other 
hand,  it  is  very  unlikely  that  the  pottery  trades,  tin 
brass  trades,  ironfounding,  tinplate  making,  and  many 
others  of  the  same  kind  will  ever  pass  through  the  si 
of  national  ownership.    The  battle  between  the  rival 
systems  of  Capitalism   and  National   Guilds  will  be 
fought  out  in  the  great  industries  ;    and  the  system 
which  wins  the  day  will  then  be  more  generally  applied. 
Of  the  cotton  industry  it  is  impossible  to  speak  ;    for 
on  the  one  hand  it  seems  in  itself  admirably  adapted 
for  producers'  control ;    but  the  consciousness  of  the 
workers  seems  to  be  on  the  whole  so  little  developed  i  n 
the  direction  of  control  that  nationalisation,  rem 
as  it  seems,  may  have  its  turn.     All  we  can  say  with 
confidence  is  that  there  will  be  some  industries  in  each 
class,  and  that  it  rests  with  Capitalism  and  the  ruling 
caste  to  draw  the  line. 

To  Guildsmen,  the  whole  question  should  appear 
secondary.  Their  first  business  is  to  forward  the  idea 
of  working-class  control  of  industry.  Whether  control 
'  has  to  be  wrested  from  the  State  or  from  the  private 
capitalist  is  irrelevant.  Opposition  to  and  advocacy 
of  nationalisation  are  alike,  viewed  purely  from  this 
standpoint,  waste  of  time  ;  they  mean  the  diversion 
of  the  movement  on  to  a  side-issue.  In  season  and  out 
of  season,  Guildsmen  should  be  preaching  control ; 
and  when  nationalisation  is  suggested,  they  ought  not 
to  oppose  it ;  they  ought  to  redouble  their  efforts  and 
terate  their  original  demand.  They  have  not  so 
much  surplus  energy  that  they  can  afford  to  waste  it 
upon  irrelevancies. 
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VI 

main  object  of  ipter  has  been  to  prove 

tin-  business  of  the  Guildsman 

advocate  or  to  oppose  n  but  it  by  no 

means  follows  that  he  should  have  no  poll 

It    is   indeed  of  the  first  importance  that  he 
the  occasion  of  n  iti  M.tlisation  to  push 
forward  his  own  nal  manage: 

Those  <  the  Syndi  are  content  to  oppose 

on  of  State  action  are  merely  disarming 
in  fa<  ble  :   powerless  to  stop  n.tti 

they  are  leaving  the  State  to  stew  in  its  own 
But,  even  if  we  admit   th.it  the  best -bargain 
orkers  can  hope  to  drive  with  the  State  must  be 
a  bad  one,  it  is  none  the  less  our  i  duty  to  make 

t  it      Instead  of  a  mere  repudiation  of  the 
:ple  of  national  management,  the  National  Guilds- 
mist  present  a  definite  and  concrete  demand  for 
a  share  in  control.     We  cannot  hope  to  bring  in  Nat 

:nd  by  a  coup  de  main  ;  we  must  first  lay 
the  foundation  of  our  edi 

I  have  already  referred  to  the  resolutions  rec 
passed  "by  several  important  Trade  Uni«»n-  ..n  th 
ject  of  the  control  of  ii  -t  here  again 

to  two  of  these.    Trade  Unionists  in  the  Postal 
in  demanding,  in  one  form  or  another, 
a  system  of  joint  control  with  the  State  department 
demand  comes  illy  to  the  surface  in  the 

evidence  volumes  of  the  Holt  Committee,  especially  in 
the  t-  lr.  C.  G.  Ammon  of  the  Fawcett 

Association,  who,  pu  1  in  the  form  of 

a  suggestion  that  the  I'nions  should  be  consulted  before 
tne  making  of  any  change  that  would  affect  the  workers, 
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clearly  has  in  mind  a  system  of  joint  control.  The 
.  laini  has  been  reiterated  far  more  clearly  by  the  Postal 
and  Telegraph  Clerks  at  their  annual  conferences  ;  and 
it  is  significant  that  they  have  made  an  open  demand 
for  joint  control.  This  is  evidently  largely  the  result 
of  the  dissatisfaction  caused  by  the  Holt  Report  and 
by  the  subsequent  debates  upon  it  in  the  House  of 
Commons.  Here  then  we  have  a  clear  demand  made 
in  a  service  which  is  already  State-run. 

But  the  Postal  workers  have  not  been  content  with 
a  vague  generalisation  ;  they  have  also  offered  definite 
suggestions  as  to  the  methods  of  extending  to  them  a 
share  in  control.  They  have  urged  in  the  first  place  a 
great  extension  of  the  principle  of  recognition,  and 
secondly,  the  standardising  of  this  recognition  in  the 
form  of  Trade  Union  advisory  councils,  local  and 
national,  sectional  and  general,  which  would  have  to 
be  consulted  before  any  change  in  organisation  could 
be  made.  Such  a  system  of  advisory  councils  would  no 
doubt  fail  to  achieve  much  at  first  ;  but  it  would 
afford  the  workers  a  valuable  experience  and  would 
serve  both  to  fit  them  to  exercise  a  more  real  control 
and  to  stimulate  them  to  lay  claim  to  it.  Recognition, 
backed  by  a  system  of  advisory  councils,  is  for  them 
the  half-way  house  to  control. 

The  policy  of  the  bureaucrats,  when  they  are  driven 
to  make  some  concession,  will  be  to  establish  a  single 
national  advisory  council  for  all  grades  and  localities, 
or  else  a  series  of  national  councils  for  each  grade. 
Either  system  will  be  by  itself  almost  worthless.  The 
value  of  these  councils  will  lie  in  the  training 
they  are  able  to  afford  ;  and  from  this  point  of  view 
a  national  council  is  of  little  use.  It  is  local  training 
and  local  recognition  that  is  the  greatest  need  ;  and 
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accordingly  local  as  well  as  national  advisory  powers 
:it  all  costs  be  secured.     For,  if  tin-  workers  arc 
to  assume  control,  they  must  create  a  local  as  w 
at  ion  capable  of  managing  indu 
•t  so  long  upon  the  particular  demands  of 
<•  they  are,  in  great  measure, 
tl  of  the  demands  whi«  h  will  have  to  be  made 
an  industry  comes  under  national  manage- 
In  the  Post  Office,  it  is  the  privilege  of  workers 
who  are  I  State  employees  to  show  th 

those  wli-  g  becon  The  Postal 

re  working  out  half  unconsciously  the  methods 
from  tlu-  j*-rvile  to  the  free  organisation 
of  Labour. 

second  case  to  it  is  necessary  to  refer 

again  is  that   of  I  n.     For  mam-  years, 

the  N.U.R.  has  invariably  passed  at  its  conferences  a 

resolution  in  favour  of  nationalisation.     The  habit  of 

years  is  too  strong  to  be  suddenly  broken  ;  bi: 

1914    conference    this    resolution    changed    its    form. 

ing  "  their  old  resolutions  in  favour 

alisation,  the  railwaymen  declared  that  "  no 

::i  of  national  p  could  be  satisfactory" 

i  did  not  assi  iv  in  the  manage- 

of  the  industry.     Like  the  Postal  workers,  the 

railwaymen  have  begun  to  demand  joint  control.     They 

have  not  yet  formulated  any  scheme  by  whi.-h  this 

l'artiu-r>hi}»  could  be  assured  ;  bi:  a  formul 

will  no  doubt  follow  in  good  time.     TV  thing 

is  that  they  have  recognised  the  prin  apart 

from  vival  of  a  certain  amount  of  historical 

phraseology,  their  demand  amounts  to  a  claim  for  a 

I  'iuil.l. 
This  has  become  still  dearer  in  the  last  three  yean, 

C.S.O.  M 
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during  which  the  Guild  demand  has  spread  rapidly 
among  the  rank  and  file.  An  instance  of  its  growth 
will  serve.  Early  in  1917  a  National  Conference  of 
the  District  Councils  of  the  National  Union  of  Railway- 
mcn  carried  the  following  resolution  : 

'  That  this  Conference,  seeing  that  the  railways  are 
being  controlled  by  the  State  for  the  benefit  of  t lu- 
nation during  the  war,  is  of  opinion  that  they  should 
not  revert  to  private  ownership  afterwards.  Further, 
we  believe  that  national  welfare  demands  that  they 
should  be  acquired  by  the  State  to  be  jointly  controlled 
and  managed  by  the  State  and  representatives  of  tin 
National  Union  of  Railwaymen."  ! 

Instead,  then,  of  urging  or  opposing  nationalisation, 
Guildsmen  have  a  far  more  important  duty  to  perform. 
The  idea  of  control,  which  is  at  last  taking  root  in  the 
minds  of  the  workers,  must  not  be  allowed  to  remain  a 
mere  idea.  The  first  thing,  no  doubt,  is  to  secure 
acceptance  and  understanding  of  the  idea  ;  but  this 
must  be  complemented  by  the  elaboration  of  a  practical 
programme.  Guildsmen  must  be  ready,  when  the  day 
of  nationalisation  comes,  to  urge  the  railwaymen  to 
make  certain  specific  demands  ;  nay  more,  they  must 
try  to  provide  the  railwaymen  with  a  policy  before 
nationalisation  becomes  imminent.  In  thinking  of  the 
Guild  State  which  we  would  fain  see  in  being,  we  are 
too  apt  to  neglect  the  transitional  stages  through  which 
we  must  pass  on  the  way  to  our  ideal ;  but  our  fore- 
sight, and  the  foresight  of  the  workers,  in  making  im- 

1  For  further  discussion  of  the  application   of  the   Guild    idea   to   the 
railway  service,  see  Towards  a  National  Railway  Cuild  (National  (iuilds 
League,  2d.).      See  also,  for  rai)\v;iv  matters  ^mcrally,   7 'ratlr  Cnii>ni  • 
the  Railways,  by  G.  D.  H.  Cole  and  R.  Page  Arnot  (Allen  &  Unwin,  2/6), 
concluding  chapter.      For  the    mines,   see    Towards    a   Miners'    < 
(N.G.L.  id.). 
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mediate  and  intermediate  demands  will  be  the  measure 
of  tmal  success.  At  every  stage,  the  movement  to- 
wards the  establishment  of  self-government  m  in •  i 

ked  or  put  of!  by  specious 

concessio  i  i  o  know  del  i 1 

what  they  want  so  to  leaven  the  great  inert  mass  <>f  th< 
workers  that  it  will  be  impossible  to  delude  them 
false  offerings.    On  those  few  who  are  alive  t< 

is  of  Labour  rests  the  whole  burden  of  clothing 

l«  al  uith  a  prat  tual  programme.     They  are  as 

ami   they  have  no  easy  task  befoiv  tlu-m 

Above  all,  they  are  bound  to  fail  if  they  believe  that, 

once  they  are  dear  in  tluir  minds  about  the  general 

outline  of   the  system  they  wish  to  establish,   their 

thinking  is  done.     It  is  only  begun  ;   for  the  city  of 

our  dreams  has  to  be  built  with  the  bricks  and  mortar 

that  li«   to  our  hands  amid  the  dilapidation  and  decay 

of  the  capitalist  edifice.     We  are  the  world's  builders  ; 

and,  unless  we  lay  our  foundations  truly,  the  whole 

which  we  ivar  will  come  tumbling  to  the 

:io  matter  h<  our  architecture  may  be. 

(iuiklsmen  are  well  pleased  with  tluir  architects  ;  they 

have  now  to  make  equally  sure  of  their  builders. 


CHAPTER   VII 

FREEDOM    IN    THE   GUILD 

I 

THE  Collectivist's  first  line  of  attack  upon  the  Guild 
system  is  usually,  in  form  at  least,  made  in  the  interests 
of  the  consumer.  He  seeks  to  show  that  the  GuiM 
would  inevitably  '  exploit  the  community.'  But, 
defeated  on  this  point,  he  goes  on  to  appeal  to  the  pro- 
ducers themselves,  and  asks  whether  the  Guild  system 
would  in  fact  secure  greater  freedom  for  the  individual 
worker.  Modern  methods  of  production,  he  declares, 
are  so  intensely  complicated  and  on  so  large  a  scale 
that  it  is  impossible  to  restore  the  individual  freedom 
of  the  craftsman.  That  being  so,  it  matters  not,  from 
the  point  of  view  of  freedom,  how  industry  is  organic*  1  : 
the  only  wise  course  is  to  concentrate  on  securing  the 
greatest  efficiency  of  production  and  the  best  possible 
distribution  of  the  product.  Since  neither  under  Capi- 
talism, nor  under  Collectivism,  jior  under  a  gigantic 
system  of  National  Guilds,  can  the  individual  be  free, 
why  bother  any  longer  about  freedom,  at  any  rate  in 
the  industrial  sphere  ? 

That  is,  I  believe,  a  fair  statement  of  the  Collectivist 
argument  :  and  it  rests  on  two  fallacies.  It  is  con- 
tended, first,  that  Collectivism,  which  is  the  trust 
system  in  excdsis,  makes  for  productive  efficiency,  and 
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secondly,  that  tin-  iji  •  cannot 

IK-   bureaucratic.     I   shall  deal   with   these  two 

iiv  real  concern   is  with 
because  I  believe  th.it  it  rests  on  a  complete 
ion  of  the  system  of  il  organisat 

desire.- 
•  aix'ummt  rests  on  the    double  fallacy 

'lung  to  do  with  efficiency  and 
t  freedom  has  nothing  to  do  with  self-governm- 
•s  is  a  (1  tin-  whole  philosophy  of  all  good 

v  view  that  the  main  attack 

upon  CollectiMMn  is  directed.    The  key  to  real  emci- 
v  is  self-government  ;   and  any  system  that  is  not 
based  upon  self-government  is  not  only  servile,  but 
als<>  lent.     Just  as  even  the  labour  of  the  wage- 

re  is  better  than  the  labour  of  the  chattel-slave,  so, 
and  a  thousand  times  more  so,  will  the  labour  of 
free  man  be  better  thin  eitl 

it  may  be  so,"  the  Goilectivist  will  answer,  "  but 
under  modern  conditions  freedom  is  out  of  the  question. 
With  MM.  hine  production,  man  must  be  reduced  to  the 
position  of  a  cog  in  the  wh<  t  us  work,  then,  for 

Coll  i.  in  order  that,  by  paying  good  wages,  we 

may  secure  at  least  the  highest  mechanical  efti- 
Such  an  argument  not  only  ignores  the  humanity  of 
but  also  totally  misconceives  the  nature  of  free- 
dom.    Freedom  is  not  simply  the  absence  of  restraint  ; 
f'>nn  when  it  becomes  self-govern- 
ni'-nt.     A  man  i^  n  >t   five  in  himself  while  he  allows 
himself  t<»  I-  •  the  mercy  of  every  idle  whim  :   he 

when  he  governs  his  own  life  according  to  a 
dominant  purpose  or  system  of  purposes.  In  just  the 
same  way,  i  -ociety  is  not  free  where  there  is  no 

law  ;  he  is  most  free  where  he  co-operates  best  with  his 
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equals  in  the  making  of  laws.  Over  and  over  again, 
Socialists  have  used  this  argument  in  answer  to  the 
anarchical  individualism  of  Herbert  Spencer  ;  yet  they 
have  been  the  first  to  direct  against  National  Guilds 
what  is,  after  all,  only  a  repetition  of  the  most  palpable 
fallacy  of  Individualism.  They  contend  that  it  mat  t 
whether  a  man  governs  himself  politically  or  not  ;  but 
they  refuse  to  admit  that  it  matters  no  less  whether 
he  governs  himself  industrially. 

A  hundred  years  ago,  it  was  a  theory  almost  gener- 
ally accepted  that  democracy,  good  as  it  might  be  for 
the  small  City-State,  could  not  be  applied  to  the  great 
Nation-State.  Rousseau  himself,  the  father  of  modern 
democratic  idealism,  expressed  this  view  in  the  Social 
Contract,  and  it  was  held  in  his  time  equally  by 
philosophers  of  the  most  diverse  schools.  Yet  now 
political  democracy  of  a  sort  is  applied  to  the  govern- 
ance even  of  the  largest  "States,  and  the  surviving 
exponents  of  autocracy  no  longer  seek  to  base  their 
case  on  the  size  of  the  modern  State.  It  is  generally 
admitted  that,  however  great  a  community  may  be, 
the  individual  is  more  free  under  a  democratic  than 
under  an  autocratic  system.  And  his  freedom  is  seen 
to  lie  less  in  the  absence  of  restraint  than  in  the  realisa- 
tion of  self-government. 

The  view  of  Rousseau  and  his  generation  was  doubt- 
less largely  due  to  the  fact  that  the  possibilities  of  local 
and  sectional  self-government  had  not  in  his  time  been 
appreciated.  To  the  application  of  these  methods  of 
decentralisation  I  shall  come,  in  the  next  section,  in 
dealing  with  the  second  fallacy  behind  the  Collectivist's 
argument.  I  wish  now  to  speak  of  the  application  of 
the  principle  of  self-government  to  industry  in  its  most 
general  form. 
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That  community  IN  m-M  free  in  win-  h  all  tin-  indi 
I  have  the  greatest  share  in  the  government  of 
common  life.     In  every  struggle  for  liberty,  tin- 
enslaved  have  always  demanded,  as  an  essential  pre- 
iry  to  all  self-government,  the  right  to  choose 
is  applies  in  industry  no  less  than 

in   politics.     While   the  <  iti/rn   has  his    Kini;   and   his 

iinent  imposed  on  him  ind«  pendently  of  his  \\ill, 

he  cannot  be  free.    Similarly.  while  the  workman  has 

his  foremen  ami  his  managers  set  im  by  an  ex- 

!  authority,  then,  however  kindly  they  use  him. 

he  has  not  freedom.     He  must  claim,  as  a  necessary 

>n  the  road  to  indu  mancipation,  the  right 

to  choose  his  own  leaders.     To  deny  tins  is  to  adopt 

towards  industrial  democracy  exactly  tude  that 

the  defenders  of  autocracy  or  aristocracy  adopt  towards 

ical  democracy. 

reception  of  the  Guild  idea  among  Socialists  has 
shown  that  many  Socialists  have  forgotten  their  demo- 
cracy.    In  political  self-government  they  see  nothing 
than  a  convenient  of  'counting  heads 

to  sa\  trouble  of  break  :n.'    They  regard 

nt  as  essentially  a  mecl  designed  with 

the  object  of  securing  mechanical  efficiency  ;  they  do 
not  see  that  the  problem  of  self-government  is  a  moral 
problem,  and  that  the  task  of  social  organisation  is 

ssing  human  will.     Their  theory 
human,  because  they  neglect  will.  win.  h  is  the  measure 
of  human  values. 

Guildsman  approaches  the  problem  in  a  more 
-ophic  spirit.     He  desires  not  merely  to  pro\ 
mechanism  for  the  more  equal  distribution  of  ma 
commodities  ;   he  wishes  also,  and  more  intensely,  to 
change  the  moral  basis  of  Society,  and  to  make  it 
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everywhere  express  the  personality  <~>f  those  who  com- 
pose it.  He  seeks,  not  only  in  politi<  s,  hut  in  every 
department  of  life,  to  give  free  play  to  the  conscious 
will  of  the  individual.  Admitting  the  failure  of  politic  al 
democracy  to  achieve  all  that  its  pioneers  promised,  he 
refuses  to  be  disillusioned,  or  to  give  up  his  belief  in 
the  ideal  for  which  they  strove.  Behind  the  failure  of 
actual  political  democracies  his  eyes  are  keen  enoi 
to  descry  the  eternal  rightness  of  democracy  itself,  and 
Ins  wits  sharp  enough  to  understand  why  we  have 
failed  in  applying  it.  We  have  erred  because  we  have 
had  too  little  faith  :  driven  by  the  logic  of  events,  we 
have  pressed  for  democracy  in  the  political  domain, 
but  we  have  still  regarded  it  mainly  as  a  means  of 
securing  certain  material  ends.  We  have  never  really 
believed  in  democracy  ;  for,  if  we  had,  we  should  have 
tried  to  apply  it,  not  to  politics  alone,  but  to  every 
aspect  of  human  life.  We  should  not  have  been  demo- 
crats in  politics  and  autocrats  in  industry  :  we  should 
have  stood  for  self-government  all  round. 

Democracy  rests  essentially  on  a  trust  in  1  nun  an 
nature.  It  asserts,  if  it  asserts  anything,  that  man  is 
fit  to  govern  himself.  Yet  every  criticism  passed  upon 
the  Guild  system  by  Collectivists,  who  are  loud  in  their 
lip-service  to  the  democratic  principle,  reveals  that  they 
are  fundamentally  distrustful  of  human  nature  and 
human  capacity.  They  admit  the  right  of  the  worl 
as  a  citizen,  to  a  vote  in  the  choice  of  his  political 
rulers  ;  but  they  refuse  to  the  same  man  the  ri 
to  elect  his  industrial  rulers.  The  contradiction  is 
flagrant :  the  explanation  of  it  is  discreditable. 

Political  democracy  is  accepted  because  it  has  so 
largely  failed  :  it  is  the  very  fact  that  it  has  not  made 
effective  the  will  of  the  individual  citizen  that  has 
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»n  to  it  to  die  down.    The  fear  of 

i  th«.M  win.  oppose  ii  1  democracy  is  that 

it  would  be  effective,  th  tl  would  at  last 

come  to  his  own,  a:  to  control  his 

t  y,  he  would  learn  also  to  control  the  pol 
cal  machine.     The  day  on  whi<  h  he.  learnt  that  would 
•ainly  be  a  black  day  for  the  bureaucratic  jugglers 
in  1. inn. IP.  lives  whom  we  still  call  statesmen — or  sorae- 
timrs  NYw  Statesm< 

they  are  knaves, 

redom,  or  they  are  fools,  who  do  not  know 

a  freedom  means,  or  they  are  a  bit  of  both.     The 

ives  are  not  Son  all  ;   they  are  divorced  by 

rhok  theory  of  life  from  the  democratic   idea 

to  all  true  Socialism.     The  fools  may 

become  Sex  .  philosophy     if.  ceasing 

to  think  of  social  organisation  as  a  mere  media  i. 

and  of  self-government  as  a  means,  they  try 

for  themselves  to  understand  the  moral  basis  on 

Socialism   rests.     If  they  do  that,   they  cannot  but 

realise  that  political  democracy  by  useless  and 

indu>trial  democracy  is  its  essential  foundation: 

the  expression  of  the  sanu  principle  in  another  sphere. 

They  will  see  that  the  Collectivist  theory  is  built  upon 

distrust,  and,  if  they  are  good  men,  they  will  reject  it 

on  that  ground  alone. 

It  is  a  view  deeply  rooted  in  the  British  mind  that 
t   medicines  are  the  most  wholesome.     In 
the  same  way,  we  have  been  too  ready  to  believe  t 

-  system  of  social  organisation  will 
be  the  most  efficient,     i  my  Socialists  of  the  old 

sort  really  believe  in   their  hearts   that   Coll. 
ild  lead  to  a  system  of  prod  nore  efti« 

sense,  than  that  we  ha  The 
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fact  that  they  hasten  to  advance  a-.iinst  National 
Guilds  the  very  arguments  that  Anti-Socialists  have 
always  urged,  with  at  least  equal  justice,  against  them- 
selves, proves  that  they  have  always  doubted.  I  h<  \ 
reject  as  absurd  the  Guildsman's  argument  that  a  good 
system  of  production  demands  good  men,  and  that  a 
man  cannot  be  good,  as  a  maker  or  producer,  unless 
he  is  free.  Collectivism  is  the  '  doubting  Thomas  ' 
of  the  Socialist  faith  ;  there  is  but  a  veneer  of  humani- 
tarianism  over  its  belief  in  the  mid-Victorian  heresy 
of  original  sin.  Upon  such  a  gloomy  gospel  of  <1< 
no  great  Society  can  be  built.  And,  after  all,  if  men 
are  like  that,  is  it  worth  while  to  build  anything  ? 


II 

I  come  now  to  the  second  fallacy  upon  which  the 
Collectivist  bases  his  argument  that  the  Guild  system 
would  not  bring  freedom  to  the  individual  worker. 
When  the  Guildsman  urges  the  dangers  of  bureaucracy 
in  the  Collectivist  State  he  is  met  with  a  tu  quoquc  ;  the 
Guilds,  he  is  told,  will  be  no  less  bureaucratic, 
they  will  be  even  more  so  ;  for  they  will  substitute  for 
the  single  great  tyranny  of  the  centralised  State  a 
multitude  of  petty  tyrants,  each  of  whom  will  be  to 
the  full  as  oppressive  to  the  individual  as  the  responsible 
civil  servant  is  likely  to  be.  As  Sir  Leo  Chiozza  Money 
has  put  it,  a  tyrant  is  none  the  less  tyrannical  for  being 
a  petty  tyrant. 

This  view,  or  some  view  resembling  it,  is  taken  by 
critics  of  the  most  diverse  types.  On  the  one  hand,  it 
is  the  argument  of  the  bureaucrat  who  would  reduce 
all  aspirations  after  freedom  to  an  absurdity  ;  on  the 
other,  a  very  similar  view  is  advanced  by  some  lovers 
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of  freedom  win.   uhil<  ish  to  realise  industrial 

uocracy.  fear  the  ccntralisat  h  they  believe 

to  be  essential  to  the  system  of  National  Guilds.    The 
t-s  of  objection  demand  very  different  answers, 
•  possible  to  keep  tip  m  wholly  distinct. 
I    *hall  deal   in  ection  with  the  former  line  of 

ick,  and  shall  come  in  the  next  to  that  whir! 
ie  dangerous,  because  the  motive  behind  it  is  more 
won 

ill  1><  v.  sever,  to  guillotine  the  Girondins 

before  turning  out  ion  to  the  Jacobins.    The 

Col!  :es  that   the  \v  has  to  choose 

between  two  tyrannies,  and  that  the  tyranny  of  State 
Socialism  will  be  less  oppressive,  as  well  as  more  effic. 
than  that  of  the  Guild.    The  tyranny  of  the  State 
Department,  or  the  tyranny  of  the  great  corporation, 
win  to  be? 

is  here  once  more  necessary  to  remind  the  Col- 
lectivist   that  he  is  dealing  with  men,  and  not  with 
•  •s.     The  answer  to  the  problem  i^  in  trims  of 
human  character.     We  have  to  ask  ourselves  which  of 
>  alternative  systems  is  the  more  likely  to  call 
play  the  qualities  of  ii  ami  independence. 

For  the  danger  of  bureaucracy  in  any  system  of  organi- 
sation varies  inversely  with  tin  ^pirit  of  independence 
displayed  b.  iuaU  whom  it  goven 

Political  denuxr  have  agreed,  is  inenV 

because,  resting  upon  an  autocratic  indict: 
it  does  not  call  into  play  the  energy  needed  to  con* 

M  vast  met  of  modern  polit 

ual  has  no  control,  not  because  the  State  is  too 
but  because  he  is  given  no  cha  the 

rudiments  of  self-government   within  a  smaller  unit 
In  '  of  his  daily  life  ho  is  subject  to  an 
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autocracy  which  at  every  turn  stifles,  instead  of  de- 
veloping, his  natural  capacities  for  self-government  md 
^sertion.  Autocracy  in  industry  finds  it>  inrvi 
table  reflection  in  political  bureaucracy.  On  this 
ground  it  has  too  often  been  concluded  that  all  institu- 
tions are  naturally  bureaucratic,  and,  despairing  of 
freedom,  men  have  concentrated  on  the  task  of  re- 
ducing the  number  of  responsible  bureaucrats.  But 
democracy  in  industry  is  very  different  from  political 
democracy.  In  industry  the  individual  is  dealing  \vith 
something  that  he  himself  understands,  with  some- 
thing free  from  the  vague  glamour  with  whirl i  the 
politician  contrives  to  surround  his  own  sphere  of 
operations.  The  Guild  officer  will  not  be  able  to  go 
the  way  of  all  politicians,  because  tin  duild  member 
will  soon  find  him  out  and  learn  to  control  him. 

No  Guildsman  denies  the  need  for  discipline  and 
order  within  the  Guild.  What  he  does  deny  is  the 
Prussian  theory  that  discipline  can  only  be  secured 
through  tyranny.  Given  a  Guild  permeated  by  the 
spirit  of  equality  and  well  provided  with  democratic 
institutions,  all  needful  discipline  will  follow.  For  man 
is  not  naturally  a  rebel  against  order,  unless  the  order 
is  itself  unjust. 

I  have  many  times  heard  employers  of  labour  ad- 
vance, almost  in  the  same  breath,  two  contradictory 
opinions  which  bear  upon  this  point.  Having  told  you 
that  all  workmen  are  lazy  dogs  and  that  the  only  tiring 
for  them  is  the  iron  heel,  the  Capitalist  will  go  on,  with- 
out a  break,  to  declare  that  his  workers  give  him  no 
trouble,  because  he  always  puts  the  right  men  over 
tlirm.  There  is,  behind  this  contradiction,  an  im- 
portant truth.  It  does  matter  very  much  what  kind 
of  foremen  the  workers  have  set  over  them.  Where, 
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too  many  modern  fa  iiosen 

.s  slave-driving  capa<  .«•  worker  is  naturally 

ly  a  '  lazy  dog  ' ;  what  work  he  does  is 
done  grudgingly,  because  it  is  exacted  by  means  of  a 
npulsion.     Where,  on  the  other  hand,  the 
has  sense  enough,  from  his  own  poin 
to  choose  foremen  who  trust  thru 
as  human  beings,  there  are  many  cases  in  which  work 
is  done  well  and  cheerfully,  even  despite  the  permanent 
ih  h  the  we:  ring.    So 

ready  are  mo  <>  obey  and  to  work  willingh 

they  are  prepared,  in  return  for  so  small  a  concession, 
to  forget  the  great  injustice  of  Capitalism  itself. 

ue  under  the  presen  i.  how  much 

more  will  it  be  so  in  the  Guild,  where  there  will  be  no 
consciousness  of  exploitation  to  stay  a  ma 
from  giving  manfully  of  his  best  !    To  do  good  work 
for  a  caj  mployer  is  merely,  if  we  view  tin- 

situation  rationally,  to  help  a  thief  to  steal  more  success- 
fully ;   good  work  done  for  the  Guild  will  be  done  in 
of  a  society  of  equals,  and  will  appeal  to 
it^hest  and  strongest  of  human  motives — the  sense 
of  fellowship.     Even  a  purely  rational  man  would  work 
well  for  his  Guild :  how  much  more  willing  will  be  the 
service  of  the  average  man,  a  creature  of  sentiment, 
ever  mor  <>d  to  gr  :i  to  take,  if  only  hr 

can  feel  that  in  giving  he  is  serving  a  fellow  and  an 
equal 

All  this  will  set m  the  veriest  nonsense  to  the  hard- 
headed  business-men  who  have  of  late  years  become 
converts  to  (  ism,  and  even  to  the  more  senti- 

mental rank  and  file  of  the  Socialist  movement,  who 
comb;  an  almost  maudlin  personal  -lence 

a  capacity  for  swallowing  the  most  cynical  doctrines 
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on  the  subject  of  human  nature.  The  Fabian  heresy  of 
distrust  has  sunk  deep  into  our  souls  ;  even  if  we  admit 
the  vast  difference  that  a  good  foreman  can  make  to 
the  spirit  of  the  workshop,  the  most  part  of  us  cannot 
believe  that  the  workers  in  the  (iuikl  would  know  how 
to  choose  the  right  foremen.  Just  as  democracy  in 
politics  is  assailed  because  it  brings  the  demagogue  to 
power,  democracy  in  industry  is  feared  because  the 
workers  might  elect  to  be  led  by  industrial  demagogs  -s. 

The  fact  that  in  politics  this  fear  is  not  ground  less 
lends  the  argument  plausibility.  But  the  Guildsman's 
whole  answer  is  based  on  the  difference  between  politics 
and  industry.  The  demagogue  can  succeed  in  political 
life  because  the  individual  voter  has  so  little  check  upon 
him  ;  there  is  no  political  check-weighman  to  tell  tl it- 
worker  when  he  is  being  cheated.  The  politician  makes 
his  election  speeches  and  is  triumphantly  returned — on 
promises.  He  remains  in  power  for  a  number  of  years, 
during  which  things  happen.  He  and  another  man 
very  much  like  him,  who  poses  as  his  opponent,  tin  n 
return  to  his  constituency  and  make  more  promises. 
Even  if  the  worker  has  suffered  inconvenience  and 
oppression  he  can  hardly  bring  it  home  to  the  bland 
and  persuasive  gentleman  in  the  frock-coat.  He  list 
again  to  the  specious  rhetoric,  and  the  demagogue  is 
again  returned  to  power.  Or,  if  he  decides  in  favour 
of  a  change,  and  elects  the  other  fellow— "  plus  <^a 
change,  plus  c'est  la  me"me  chose."  The  misdeeds  of 
politicians  come  not  home  to  roost. 

I 'nt  can  any  reasonable  man  suppose  that  democracy 
in  industry  will  follow  the  same  course  ?  Let  us  face 
the  worst  possibilities  of  the  case.  In  the  Guild  there 
will  be  many  kinds  of  officials  to  elect,  from  the  foreman 
of  the  individual  shop  to  the  members  of  the  national 


executive  cotm«  il     Lei  mi  ito  the  two  extreme 

separatrly. 

the  workers  first  win  the  right  of 

•  hrir  leaders,  they  show  a  general  tendency  to 

mcomrx  f  Very  possibly  they  will  do 

so  ;  but  what  will  f..ll"W  ?     At  every  hour 

ry  day,  the  w.»ik<  TS  in  the  shop  will  be  conscious 

of  the  incompetence  of  the  man  they  have  chosen.     He 

will  be  ili  hey  themselves  under- 

lerence  will  soon  be  resented  by 

•w  IUN  business  better  than  he  kn-< 

day  of  re-election  comes  round 

A  ill  have  had  enough  of  him  and  his  sort  to  make 

choose  a  more  capable  man  in  his  place.    The 

workers  will  have  to    learn   the  art    of  choosing  the 

i  ;  but,  given  these  conditions,  can 
doubted  that  the  lesson   will   be   learnt,  and  learnt 

mt  delay  ? 
On  this  point  the  case  is  clear  ;  but  what  of  the  other 

06?     Will  th«    workers  know  how  to  elect 
national  officers,  above  all  those  in  whom  the  higher 
lical,  commercial  and  professional  capacity 
will  be  essential  ?     Let  us  admit  that  t hi ^  is  not  so  easy, 
though  here  too  the  method  of  trial  and  error  will  pro- 
duce its  effect.     Moreover    in  1< -aming  to  choose  the 
right  local  officers,  the  members  will  have  mastered 
rst  great  lesson  of  self-government  ;   they  will  be 
able  to  ^  1  master  its  further  lessons. 

As  we  shall  see  in  more  detail  later  on,  the  national 
executive  of  the  Guild  need  not  be  selected  by  means  of 
a  simple  mass  ballot  of  all  the  members.  Many  and 
various  forms  of  local  and  sectional  election  could  be 
employed,  according  t  eds  of  the  various  Guilds. 

Thus,  the  corporate  capacity  of  each  d;  ad  of 
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each  craft  within   the;  industry  would  be  called  into 
play,  and  the  same  incentives  to  a  right  choice 
apply  in  the  election  of  foremen  would  operate  here 
also.     One  of  the  main  problems  of  (iuild  tfovcrnmnit 
will  be  the  securing  of  a  national  executive  that  n  ; 
sents  the  General  Will  of  the  members. 

Of  this  more  hereafter.  But  what  of  the  more  dis- 
tinctly professional  officers  of  the  Guild  ;  wli.it  of  those 
who  will  correspond  to  the  technical  experts,  general 
managers,  and  heads  of  departments  in  the 'industry  of 
to-day?  For  these  there  is  no  need  to  adopt  the 
method  of  mass  election  ;  in  many  cases  they  would 
no  doubt  be  appointed  by  the  executive  committee. 
The  technical  expert  can  hardly  be  chosen  by  a  ma^s 
vote,  for  his  expertness  is  ex  hypothesi  someth 
which  the  majority  of  the  members  of  the  Guild  cannot 
hope  to  understand.  The  same  contention  applies 
with  equal  force  to  the  commercial  experts,  who  will 
be  in  charge  of  the  trading  operations  of  the  (iuild. 
They,  too,  cannot  be  well  chosen  by  a  general  vote. 
It  is  enough  that  they  should  be  the  servants  of  an 
authority  directly  representing  the  whole  Guild  ;  for 
it  is  the  business  of  the  expert  to  provide  the  means 
of  securing  the  ends  which  the  democracy  ha^  in  view. 
The  executive  might  well  select  and  control  all  such 
experts.  Then,  if  the  expert  made  himself  unpleasant, 
and  the  executive  refused  to  remove  him  on  dn 
protest  from  the  branches  of  the  ( inild,  the  affair  might 
be  thrashed  out  in  the  delegate  meeting,  which  would 
be,  in  such  a  case,  supreme. 

I  have  put  the  position  concretely  and  dogmatically 
for  the  sake  of  clearness  ;    but,  of  course,  the  Guild 
may  always  play  the  game  of  '  Cheat  the  Proph 
It  will  be  for  the  Guild  to  decide  on  its  own  methods 
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I    am   only     tvin  •   what 
<•  most  obvious  solution. 

Id  can  be  fitted  to  choose 

its  leaders  at  both  ends  of  the  series,  both  in  the  small 
shop  unit  and  in  the  gr«  nal  unit.  Doubtless 

it  will  learn  the  art  of  self-government  gradually,  and 
there  will  be  mistakes  at  first  ;  but  these  mistakes  will 
be  largely  got  ov<  liate  period  when  the 

(iuil<!  11  only  a  partial  foothold  in  control.    Men 

may  become  democrats  by  conviction,  but  they  become 
good  democrats  only  by  practice.     Every  new  system 
fall  into  errors  ;    it  will  Mirvivc  it.  .-irons  iMhe 
ideal  behind  it  i<  worthy  of  humanity. 


Ill 

Any  ol« :  A  as  good  enough  for  beating  the  dull 

dog  of  Collectivism  ;  I  have  now  to  deal  with  an  attack 
that  is  more  deserving  of  respect.  We  have  seen 
that  the  Collectivist  argument,  reduced  to  its  logical 
elements,  amounts  to  a  denial  that  freedom  is  either 
possible  or  desirable  for  the  mass  of  mankind.  I  come 
now  to  those  who,  while  calling  themselves  '  Guilds- 
believe  that  a  systeqp  of  National  (iuilds  would 
not  secure  the  freedom  or  tl  they  require. 

ightened   by  the  word  ..d,'  upon 

i  The  New  Age  has  always  strongly  insisted.1    My 
answer  to  them  brings  me  to  the  heart  of  the  argu 
I  am  trying  to  develop  ;  for  my  main  object  is  to  \r. 
hat  a  national  system  of  industrial  organi- 
is  essential,  and  secondly,  that  such  a  national  s\ 
need  not  mean  bureaucracy  and  centralisation. 

1  I  am  here  speaking  of  the  word   'national'  a*  oppnaed  to   'local* 
I  am  not  raising  the  brae  of  nationalism  r.  internationalism,  far  which  tee 

mv  /.j.Vwr  tn   tl  „•'    /;-;',(>     ! 
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It  will  In  well  to  begin  by  defining  the  case  a^ 
National    Guilds    more    exactly.     The    attack    comes 
mainly  from  the  medievalists,  and  finds  its  rlu 
pression  in  the  writings  of  Mr.  A.  J.  Penty.1     I  should 
not  be  taken  as  attributing  to  him  all  the  opinions  that 
follow  ;  I  merely  mention  his  name  as  that  of  one  of  the 
foremost  defenders  of  the  medievalist  position. 

"  The  defect  of  the  Socialist  movement  to-day," 
Mr.  Penty  once  wrote  in  The  New  Age,  "  is  a  certain 
timidity  which  comes  from  it  still  having  some  faith 
in  Industrialism."  "  Having  given  up  the  hope  of 
saving  existing  society,  it  will  be  able  to  lay  the  founda- 
tions of  a  new  one  by  setting  in  motion  forces  which 
run  counter  to  modern  tendencies." 

Mr.  Penty's  immediate  object  in  the  article  from 
which  I  quote  was  to  convict  me  of  being,  at  bottom, 
an  '  Industrialist  '  or  a  '  Modernist/  masquerading  in 
the  thinnest  and  most  transparent  of  mediaeval  g;i 
Applied  to  the  system  of  National  Guilds,  his  argument 
would  run  something  like  this — or  so  I  have  heard  it 
put  by  some  who  profess  to  agree  with  him. 

"  Your  National  Guilds  are  an  attempt  at  compro- 
mise. You  are  trying  to  save  machine-production  and 
Industrialism,  which  you  Jiate,  simply  because  you 
believe  the  tide  of  circumstance  to  be  too  strong  for 
you.  You  have  fallen  into  that  economic  determinism 
which  has  been  the  curse  of  modern  Socialism  ;  instead 
of  striving  for  what  you  see  to  be  good,  you  are  merely 
drifting  with  the  current.  You  differ,  in  fact,  from  the 
Collectivists  much  less  than  you  think  ;  you  accept, 
like  them,  large  scale  production.  That  once  conceded, 

1  Mr.   Penty  has,  I  know,  since  modified  his  view  of  National  Guilds  ; 
but  he  will  forgive  me  for  using  his  admirable  expression  of  his  earl; 
as  a  text  on  which  to  hang  my  comments. 
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freedom  must  1  .  you 

are  trying  to  patch  the  e,  when  you 

ought  to  go  out  and  smash  it       Y-.m  Niti  .ml  G 
based  on  the  Capitalism  of  to-day,  an-1  ntors 

icanness  and  slavery,  will 

selves  be  almost  as  mean  and  servile  as  the  system 
•  replao 

win.  h  I  understand  and  respect, 
though  1  hold  it  to  be  wrong  I-  Kl  at  least  the  error 
of  a  i.  id  not  of  an  automaton. 

I  cannot  here  repeat  the  arguments  for  and  against 
machinery,    or  do   n  iew,    that 

mach  htly  used,  may  be  beneficial  over  a  great 

part  of  industry,  harmful  as  they  undoubtedly  are  to 
many  skilled  crafts.  Assuming  that  the  right  spirit 
in  whit  h  to  approach  machinery  is  not  that  which 
would  destroy  it  everywhere,  but  that  whu  h  would 
change  it  fn>m  a  master  to  a  sen-ant.  I  want  to  inquire 
whether  the  accusations  levelled  at  National  <> 
are  really  justified.  Does  mechanical,  large-scale  pro- 
is*  mean  bureaucracy  and  the  loss  of 
individual  freedom  ? 

As  we  saw  in  the  first  section  of  this  chapter,  there  is 
a  sense  in  win  iore  com- 

plicated means  a  loss  of  freedom.  But  that  is  to  con- 
ceive freedom  after  a  fashion  that  renders  every  form 
of  human  co-operation  an  instrument  of  slavery.  Such 
a  view  rests  on  a  fundamental  disbelief  in  the  power 
of  men  to  organise  their  lives  on  any  but  the  simplest 
basis.  It  is  the  standpoint  of  those  who  repudiat 
Nation-State,  and  demand  a  return  to  the  City  or 
)cal  Commune.  Those  who  believe  in  National 
(.in Ms  hold  t  is  possible  for  the  demands  of 

freedom  to  be  satisfied  over  a  larger  area.    But  they 
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illy  alive  to  the  dangers  of  this  wider  central- 
isation. 

The  Nation-State,  we  saw,  cannot  but  be  false  t<>  its 
profession  of  democracy  so  long  as  it  remains  a  great, 
undigested  mass  of  individuals,  whose  sole  recognised 
bond  one  with  another  is  their  citizenship  in  the  great 
Society.  If  the  community  is  to  be  truly  self -govern  in;; 
there  must  be  within  it  many  forms  of  grouping,  politi- 
cal, industrial  and  the  like,  local  as  well  as  central, 
uniting  men  by  bonds  at  once  more  narrow  and  more 
intense  than  those  which  link  them  together  one  and 
all  in  the  community.  There  must  be  a  strong  muni- 
cipal life  and  a  strong  Guild  life,  or  there  will  lx 
bureaucracy  at  the  centre  and  rottenness  and  apathy  in 
the  members.  But  if  this  is  true  of  the  community  as  a 
whole,  is  it  not  true  equally  of  the  smaller  communities 
within  it  ?  Will  not  the  Guilds  too  have  to  be  compli- 
cated in  structure  and  government,  if  their  democracy 
is  to  be  more  than  a  sham  ?  And,  if  a  free  constitution 
can  be  secured  within  the  Guild,  will  not  this  go  far 
to  meet  the  objections  of  those  who  fear  that  the  new 
system  will  be  bureaucratic  like  the  old  ? 

There  are  not  a  few  people  who  are  frightened  of  the 
centralisation  which  seems  to  them  to  be  impli«l  in 
such  a  name  as  National  Guilds  !  But  surely  they  are 
wrong  in  believing  that  centralisation  is  implied.  Local 
initiative  can  be  given  free  play  within  a  national 
system. 

The  first  point  on  which  Guildsmen  insist  is  that  the 
system  should  be  national.  Here  they  come  into  con- 
flict with  an  opposing  school,  represented  chiefly  by 
the  French  Syndicalists  and  their  forbears,  the  Com- 
munists. Bakunin  and  those  who  derive  their  doctrines 
fiom  him  have  always  believed  in  the  autonomous  local 
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•iimr  as  the  basis  «•  >nal  or  : 

:ial  syst'  aid  be  built      l  ••:•>  thing  larger 

than  the  Commune  has  been,  to  their  \\\\\ A.  federal  in 

character  :    the  freedom  of  the  locality  has  been  the 

cornerstone  of  the  whole  syst  ic  opposi- 

>*,  who  believe  m  t In- 
large  uni:  sakcofeffki 
and  who  are  quite  unmoved  by  the  dangers  of  bi; 

•  involve,      Both  these  schools  of  thought 
I  believe  to  be  wrong. 

The  third  view  I  will  call  that  of  decentralisation. 
important   to  realise  in  wh.it   respect 
the  federal  view,  \  illy,  it  seems 

to  resemble.    Federalism  implies  that  all  rx 
origin  :11  unit,  which  may  then,  of  its 

oun  free  will,  surrender  a  certain  amount  of  it  to  a 
larger  body.    The  larger  the  unit,  the  less  the  p< 
for  each  unit  can  only  hand  on  a  part  of  the  pou 
has  received  from  the  unit  below  it,  and  there  is  accord- 
ingly a  continually  decreasing  scale  of  power  from  the 
local  to  the  national  body.     Federalism  begins  at  the 
bottom    and   builds   up.     As  we    shall    see   shortly, 
its  failuie  in  the  sphere  of  modern  Trade  Uni 
has  been  flagrant  :    nor  is  there  greater  hope  1 

ast  in  Great  Britain,  as  a  basis  for  the  future 
industrial  society. 

Decentralisation,  on  the  other  hand,  begins  at  the 
in   thi>  sph«  i  the  democratic,  equali- 

.'.  diiiltl.     Those  who  advocate 
i  the  dead  ideal  of  the  self-- 

and  almost  self-sufficing  City-State  must  pass  away 
the  corresponding  ideal  of  the  isolated  local  won 
or  group  of  v.  :>s.    The  national  organisation  of 

the  communr  inds  a  national  organisation  of 
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industry,  and,  under  such  conditions,  it  is  only  possible 
to  maintain  freedom  by  giving  it  scope  within  tin- 
larger  unit.  As  surely  as  no  Nation-State  can  avoid 
autocracy  unless  it  possesses  an  effective  system  <>f 
local  and  sectional  institutions,  the  National  Guild  can 
avoid  bureaucracy  only  by  setting  its  house  in  order 
from  within.  If  the  State  is  to  be  healthy,  industry 
must  be  made  self-governing  ;  but  no  less  certainly, 
if  industry  is  to  be  healthy,  must  the  workshop  and  the 
locality  be  given  freedom  within  the  Guilds. 

Syndicalism  and  the  craftsman's  attitude  which  we 
have  been  examining  alike  arise  from  a  despair  of  ever 
getting  truly  representative  government.  It  is  to  the 
honour  of  the  National  Guildsman  that,  even  in  the 
midst  of  the  misrepresentative  institutions  under  which 
we  now  suffer,  he  has  never  despaired.  He  has  sought, 
instead,  to  find  out  why  representation  has  failed  in 
the  past,  and  has  seen  that  the  solution  lies  in  applying 
the  democratic  principle  in  every  sphere.  The  small 
unit,  he  has  realised,  is  essential ;  and,  under  modern 
conditions,  this  can  only  be  secured  by  sectional  i 
the  larger  unit,  i.e.  by  decentralisation.  But  if  this 
principle  holds  good  in  the  political  sphere,  it  is  clearly 
no  less  true  of  industry. 

If  critics  of  the  Guilds  are  still  unsatisfied,  there  is 
a  further  line  of  attack  they  can  pursue.  It  may  be 
urged  that  the  whole  tendency  of  modern  Trade 
Unionism  is  towards  centralisation,  which  is  almost 
universally  admitted  to  be  essential  to  the  success  of 
the  Unions  as  fighting  organisations.  This  being  so,  is  i  t 
not  reasonable  to  fear  that  the  Guilds,  which  ( iuildsmen 
hope  to  see  grow  out  of  the  existing  Unions,  will  inherit 
their  centralisation,  even  when  the  need  for  it  has 
passed  ?  To  this  question  I  shall  turn  shortly.  What 
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to  bring  out  the  full 

imphi  at  ions    of    the    argument.     The    '  Federal 
those  who  b<  lepcndent  small  unit  and 

a  decentralisation  within  the  large  unit 
ire  to  be  logical,  despair,  not  only  of  I  ilism, 

but  also  of  Trade  Ui  lie  product  of 

Mil  in  time  supplant.  But  if,  having 
despaired  of  representative  government,  we  go  on  to 
despair  of  industrial  democracy  as  well,  then  wherein 

our  hope  ? 

We  are,  as  a  rule,  bidden  to  rely  upon  a  return  to 

to  run  boldly  counter  to  the  stream  of 

modern  t«  ^,  and  to  aim  at  restoring  the  produc- 

nethods  of  a  period  in  which  artist  and  craftsman 

were  not  yet  divorced.     I  believe  this  statement  of  the 

evalist  case,  right  as  it  undoubtedly  is  for  c- 
'  artistic  '  crafts,  to  be  based  on  a  confusion  of  thought, 
lliam  M<  :  aight  to  the  heart 

of  tlu-  problem  when  he  pointed  out  that  the  metl 
workmen  had  joy,  because  he  had  freedom,  in  his  work. 
The  Middle  Ages,  at  their  best,  before  the  decac! 
combined  the  two  chara<  of  localism  and  free- 

dom. The  industrial  world  of  the  period  was  a  world 
of  towns,  each  more  or  less  completely  isolated  from 
•ighbours,  within  whose  boundaries  much  the 
same  free  small-scale  production  was  carried  on.  Upon 
these  conservative  communities  burst  the  bombshell 
of  Capitalism,  th  -ion  in  the  first  in-tame  not 

of  the  producer,  but  of  the  trader  exploiting  the  new- 
found possibilities  of  a  world-market.  Capitalistic 
trading,  national  or  ional  even  at  that  date. 

i    more   than   a  t-.r   the  small 

local  communes  and  townships,  each  of  whit  h  stood 
by  itself.  Had  the  cities  controlled  such  national 
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governments  as  there  were,  there  might  well  have  been 
a  different  story  to  tell  ;  but  the  rising  national  States 
were  in  every  case  hostile  to  the  pretensions  of  the 
cities,  which  they  saw  only  as  barriers  in  the  way 
of  centralised  government.  The  capitalist  tr-uKr 
triumphed,  and  gradually  he  became  the  industrial 
magnate.  Finance,  the  pioneer  as  usual  of  large-scale 
organisation,  conquered  production  and  annihilated 
freedom. 

This,  however,  does  not  prove  that  large-scale  pro- 
duction is  necessarity  inimical  to  freedom.  Freedom 
fell,  not  because  the  City  gave  place  to  the  Nation, 
but  because  it  was  the  trader,  who  was  also  the  financier, 
by  whom  the  revolution  was  accomplished.  Auto- 
cracy organised  on  a  grand  scale,  while  democracy  still 
clung  to  the  small  unit.  The  result  was  that  autocracy 
overcame,  as  the  large  unit  will  always  overcome  the 
small,  whenever  a  conflict  arises.  It  is  only  possible 
to  beat  the  enemy  with  an  army  his  own  size.  Split 
up  the  army  if  you  will :  have  your  corps,  brigades, 
regiments,  companies,  platoons  ;  but  let  it  be  one  army, 
or  it  will  go  to  disaster.  In  short,  federalism  and  the 
policy  of  comparative  isolation  must  give  place  to 
Decentralisation,  which  differentiates  without  disinte- 
grating. The  future  for  the  great  industries  lies,  not 
with  local  Guilds,  but  with  National  Guilds  allowing 
local  and  sectional  freedom. 


IV 

"  You  can  only  beat  the  enemy  with  an  army  his 
own  size."  If  the  holding  of  that  opinion  makes  us 
'  Modernists/  let  us  be  '  Modernists  '  by  all  means. 
If  Capitalism  is  tobe  overthrown,  the  workers  must 
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not  only  be  animated  by  a  con  of  class- 

consciousness  ;  they  i  sent  a  s 

organise  again  la  grandc  armb  of  the  R< 
i  IP  I.  whatever  sub-divisions  it  may  c< 
be  one  ami  ;>ulse  of  a 

common  idea,  against  the  common  enemy. 

It  is  unnecessary  greatly  to  labour  the  point  that,  if 
we  are  to  have  a  great  change,  it  must  .  <>mr  by  means 
of  big  battalions.     The  whole  history  of  Trade  Union- 
forces    this   conclusion    upon    every    competent 
obser  re    is    found,    among    the    small 

Unions,  stagnation  or  among  the  larger  Unions, 

h  and  comparative  prosperity.     Among  national 
gradually  gives  place  to  industry  as  the 
basis  of  organisation  ;  while  local  Unions  are  swallowed 
up  one  by  one  by  those  of  national  extent.     It  U  the 
process   which    chiefly    concerns   the    present 
argi: 

Take,  for  instance,  the  case  of  the  miners.  We  have 
here  an  edifice  of  three,  or,  in  some  cases,  of  four 
storit  rywhere  the  str  9  based,  in  origin 

and  ii  pit  lodge,  unhiding  the  men  * 

ing  in  a  These  lodges  are  combined  in 

various  ways — I  omit  all  points  of  detail — into  County 
Associations.     Sometimes  several  of  these  are  grouped 
irger,  but  still  an  intermediate,  body,  such  as  the 
Midland  v  federation  or,  till  recently,  the  Scottish 

MIIH  is  Federation.  Lastly,  the  various  County  As- 
sociations, or  larger  u  iere  such  exist,  are  united 
in  the  Minors'  Federation  of  Great  Britain.  Thus, 
there  are  at  the  least  three  degrees  of  grouping — the 
pit.  the  county  and  :  :on.  There  may  even  be 
five—  tin-  district,  the  county,  the  federated 
counties,  and  the  nation.  I  can  omit  altogether  the 
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district,  \vhich  is  never  more  than  a  part  nf  the  adminis- 
. e  machinery  of  the  county  unit. 

The   whole   intention   of   this   structure   is   clearly 
federal,  and  federal  in  many  respects  it  actually  remains. 
The  current,  however,  is  setting  more  and  more  sin  >i 
towards  centralisation,  and  the  recent  history  of  tin- 
miners  is  a  good  instance  of  federalism  denying  it 
in  practice. 

In  some  places,  the  lodge,  which  means  the  pit  unit, 
is  still  more  or  less  autonomous.  There  is,  howe\ 
no  case  that  I  know  of  in  which  the  lodge  continues  to 
rely  simply  on  its  own  funds.  Even  where  the  lodge 
preserves,  wholly  or  largely  unimpaired,  the  right  to 
declare  a  local  strike  on  its  own  responsibility,  it  has 
some  claim  to  call  upon  the  county  funds  in  support  of 
such  a  dispute.  But  this  means  the  creation  of  a 
central  fund  in  the  hands  of  the  County  Association, 
and  with  centralised  funds  goes  either  a  considerable 
amount  of  central  control  or  else  disaster.  The 
reformers  in  the  South  Wales  Miners'  Federation 
complain  that  in  the  past  their  central  funds  have  been 
continually  depleted  by  local  strikes — usually  unsuc- 
cessful— and  that,  as  a  result,  they  have  never  1> 
able  to  meet  the  employers  on  equal  terms.  When 
occasion  has  arisen  for  a  strike  extending  over  the 
whole  county  area,  they  have  found  their  coffers 
empty  ;  they  have  been  forced  either  to  remain  in- 
active, or  to  court  defeat  or,  at  best,  unsatisfying  com- 
promise. Thus,  in  the  national  miners'  strike  of  1912, 
it  was  only  the  poverty  of  the  S.W.M.F.  that  made 
South  Wales  favour  a  settlement. 

Local  autonomy,  or,  at  any  rate,  pit  autonomy,  will 
not  work  in  the  mining  industry.  Where  the  local 
strike  continues,  it  can  only  be  effective  if  it  has  the 
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:  ort  and  the  countenance  of  a  larger  body. 
A  centralised  South  Wales  Miners'  Federation  is  an 
organ  >n  so  large  a  scale  as  to  give  rise  to  very 

ill    problems  of  democratic   control.    This   the 
\'cxt  Sup  have  clearly  seen, 
A<   shall  have  to  i<  turn  to  the  question  of  control 
on.    What  concerns  us  now  is  that  the  large- 
scale  organisation  is  seen  to  be  so  necessary  for  fighting 
efficiency  that    the   only  course  is  to  provide  good 

icans  freedom,  within  it. 

We  see,  tht-n,  the  South  Wale*  M  deration 

abandoning    lodge    autonomy  and    passing    from    a 

ration  to  what  is  practically  a  Union.     Still  more 

ase  of  the  Scottish  Miners  ;    for 
until  quite  recent  <-re  a  number  of  di- 

y  associations,  each  more  or  less  centralised  in 

:ito  a  larger  body  covering  t 
•tland.     In  [914,  tin  Scottish  Miners'  Federation 
became  the  Scott.  Union.     For  sick  bt: 

and  i  local  finance  and  local  customs  are  re- 

tained ;    but  for  trade  purposes,  the  Scottish  Miners 
:>>rm  a  single  unit.     As  the  various  County  Associa- 
tions in  tlu-  Midlands  drew  together  in  the  Midland 
Federation,  the  Scotch  had  their  national  Federation  : 
have  now  outstripped  England  in  forming  them- 
into  an  amalgamation.     Once  more  the  principle 
of  fed  has  been  denied  ;   instead  of  delet; 

a  part  of  their  powers  to  a  larger  and  looser  body,  t  he- 
various  Associations  have  merged  then   unity  in  the 
sts  of  fighting  strength.    Federalism  has  given 
place  to  h  powers  as  the  localities 

:>e  accounted  as  de<  id  no 

longer  as  federal  i 
The  same  forces  are  at  work  in  th-  Federa- 
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lion  of  Great  Britain  itself.  More  and  more,  in  face  of 
national  combination  on  the  side  of  the  employers,  the 
workers  are  being  forced  to  come  closer  together,  and 
the  Federation  to  take  action  as  a  single  unit.  \Vlu-n 
such  common  action  becomes  normal,  the  weakness 
of  the  federal  organisation  at  once  makes  itself  l 
For,  while  in  strikes  confined  to  a  single  county  area, 
or  to  South  Wales,  or  Scotland,  or  the  Midlands,  it  i> 
possible,  by  means  of  the  levy  which  the  M.F.G.B.  can 
impose  at  need,  to  strengthen  the  district  concerned, 
the  case  is  quite  different  as  soon  as  the  dispute  is  <>{ 
national  extent.  Then,  as  was  seen  only  too  clearly 
in  1912,  the  strength  of  the  whole  Federation  is  the 
strength  of  its  weakest  link,  of  that  county  which  has 
least  money  in  its  war-chest.  The  1912  strike  collapsed 
because  of  the  bankruptcy  of  some  of  the  districts.  As 
soon  as  this  is  realised,  there  follows  the  demand  for 
centralised  finance  and  control  of  national  policy,  the 
demand  for  the  conversion  of  the  Miners'  Federation 
of  Great  Britain,  in  fact,  if  not  in  name,  into  something 
more  like  a  national  union. 

I  have  taken  but  a  single  example  of  the  tendency 
towards  centralisation,  because  it  is  necessary  to  go 
into  some  detail  if  a  true  idea  of  the  situation  is  to  be 
given.  Much  the  same  facts  apply  wherever  a  system 
of  local  autonomous  organisations  more  or  less  loosely 
federated  is  attempting  to  cope  with  the  massed  force 
of  Capitalism.  Everywhere  the  federal  principle  tends 
to  break  down  and  to  give  place  to  a  more  centralised 
system.  Thus,  the  same  forces  are  beginning  to 
operate  in  the  cotton  industry,  long  regarded  as  the 
chosen  home  of  federalism,  and  probably  in  fact  the 
sphere  in  which  federalism  will  linger  longest.  I  have, 
however,  no  space  to  deal  with  any  other  case  in  detail. 
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The   miners  must   serve  as   typical   of   the  general 

'  towards  en  it  should 

be  noticed,  no  mere  with  th<-  tidr.     It  ; 

conscious  statesmanship  of  the  workers,  and  in  its 
success  lies  their  one  chance  mi  ing  and  over- 

ing  Caj  Labour   mu.st   centralise,   or  it 

will  be  beaten  ;    but  as  soon  as  it  centralises 
problems  of  self-government  arise  within  the  t 

,es. 

It  is  no  part  of  my  aim  here  to  travel  again  over 
.  e  already  to  some  extent  covered  in  The 
World  of  Labour  (Chapter  VIII).     It  is  enough  to  repeat 
if  the  great  Union  is  not  to  :  bureaucracy, 

if  it  is  to  represent  effectively  the  will  •>!  iibers, 

is  to  do  successfully  its  work  of  fighting  the  em- 
ployers, it  must  give  all  possible  freedom  to  craft  and 
local  interests  within  itself,  i  rue  even  from  the 

point  of  view  of  the  old,  defensive  Trade  Union 
much  more  is  it  true  as  soon  as  the  Union  passes  from 
the  stage  of  fighting  to  that  of  control  It  i,  clear 
the  mediaevalists  are  right  in  believing  that  a 
highly  centralised  system  of  control  would  be  fatal  to 
that  freedom  in  production  which  the  Guilds  are  to 
realise.  I  shall  therefore  try  next  to  describe,  with  a 
full  consciousness  of  the  fallibility  of  all  prophets,  the 
method  <  ial  organisation  that  a  Guild  might 

adopt.     The  aims  of  this  model  Guild  constitution 
will  be  at  once  to  ensure  unity  and  co-ordinate  pro- 
>n  on  a  national  scale,  and  to  safeguard  diversity 
by  giving  the  lot  :rce  play  and  fair 

•II  with:  Id. 
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Applying  ourselves  to  the  task  of  prophecy,  it  will 
be  well  to  begin  with  general  principles.  Our  HUM  Id 
Guild  statutes  will  be  to  some  extent  unlike  any  actu.d 
statutes  that  could  ever  exist,  just  because  they  are 
formed  on  general  principles  without  regard  for  the- 
particular  moment  or  sphere  of  their  application.  Let 
us  try  to  see  first  of  all  what  these  principles  are. 

In  the  first  place,  the  Guild  statutes  must  make  the 
individual  self-governing  not  only  in  name,  but  in  fact. 
They  must  embody  not  a '  paper  '  democracy,  but  a  real 
democracy  which  will  encourage,  and  not  merely  allow, 
the  individual  to  express  himself.  They  must  aim  at 
giving  to  every  man  the  feeling  of  freedom,  which  is 
the  basis  of  true  self-government.  Furthermore,  they 
must  enable  the  workers  not  only  to  choose  their 
leaders,  but  also  to  exercise  a  check  upon  those  whom 
they  choose. 

Secondly,  the  statutes  must  try  to  combine  freedom 
with  efficiency — not  that  capitalistic  efficiency  which 
turns  man  into  a  machine  and  secures  a  dead  level  of 
mediocrity  by  the  destruction  of  all  native  genius  ;  but 
an  efficiency  based  throughout  on  the  development  of 
individual  initiative,  emphasising  valuable  differences, 
bringing  out  all  that  is  most  distinctive  in  individual, 
locality  or  nation. 

Both  these  objects,  we  have  seen,  can  be  secured 
only  by  means  of  a  decentralised  constitution.  The 
gathering-up  of  all  power  to  a  single  centre  means 
bureaucracy,  and  means  just  that  dead-alive  mediocrity 
which  goes  to-day  by  the  name  of  '  industrial  efficiency.' 
On  this  point,  we  may  take  a  lesson  from  Capitalism 
itself.  Not  so  long  ago,  the  world  awoke  to  the  gravity 
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«-w  industrial  phenomenon  t  called  '  th»- 

piubl,  The  tn;  r  and  cruder 

Transatla  iply  the   'big   business* 

i  ted  caj  :   management  into  one 

colossal  at«  umul.i  process,  it  very- 

difference  between  linns      in  short, 
ndardised  production.     We  all  know  tin-  line  the 
Socialists  took  when  <  <1  with  this  super- Dread- 

nought type  of  Capitalism.    They  attacked  the  abuses 
of  the  trust  system,  and  pointed  out  the  exploit 
of  the  consumer  which  resulted  from  it  ;    but 
ly  was  not  the  destruction  of  trusts,  but 

ation.  They  never  realised  the  human  dangers 
of  '  big  business  '  ;  not  they,  but  the  Anti-Socialists 
showed  how  the  trust  resulted  in  the  crushing-out  of 

in    the  world-wide  triumph   of   t 

machine.    At  the  same  tiim  .  those  who  realised  this 

danger  were  equally  short-sighted  in  their  attempt  at 

they  failed  to  see  that   there  is  no 

way  out  of  the  trust  system,  public  or  private,  except 

'.  democracy. 

But  while  the  trust  m<  was  gaining  ground 

and  rsal  public  attention,   a  second 

movement  towards  industrial  combination  was  quietly 
irope.     In  the  public  mind,  rings,  cartels 
and   trusts   are    too    oft«-n    lumped  together  without 
:i  ;   but  the  difference  between  them  is  of  the 
greatest  importance  for  Guildsmen.     The  '  ring  '  may 
be  only  a  trust  in  process  of  formation  ;   the  fully  de- 
veloped '  type,  and  is  Caj 
and  best  form-  from  tin-  capitalist  point  of 

« -artel,  instead  of  destroying  difference. 

It  leaves  the  management  of 

every  '  w«  separate  hands,  and  only  co-ordinates 
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forces  in  face  of  tin  <»nsumer.     It  regulates  sale, 
^11 1 -ply  and  demand,   and   keeps  a  watchful  eye  on 

I  often  on  labour  conditions — all  of  c< 
from  the  capitalistic  standpoint  ;  but  the  methods 
of  production  it  leaves,  generally  speaking,  to  each 
.ite  factory.  In  this  way  it  does  undoubtedly 
secure  a  higher  degree  of  efficiency  than  the  complete 
trust  ;  it  standardises  price,  but  it  avoids  the  standard- 
ising of  production. 

The  Collectivist  Utopia  would  be  a  world  of  public 
trusts  ;  the  Guild  Utopia  will  be  a  world  of  producers' 
cartels,  worked  in  the  interest  of  the  whole  community. 
(iuilcl  is  not  to  fall  into  mediocrity,  it  must  pre- 
serve the  distinctness  of  works  from  works,  of  locality 
from  locality,  and  of  nation  from  nation.  It  is  the 
organisation  of  human  differences  on  the  basis  of  human 
identity. 

We  shall  begin,  then,  in  describing  the  Guild  statutes, 
with  the  simplest  unit,  and  shall  work  up  gradually  to 
those  which  are  most  complex.  At  every  stage  we 
shall  be  able  to  indicate  roughly  the  work  to  be  done 
and  a  possible  machinery  for  the  doing  of  it.  Thus, 
we  shall  find  as  the  lowest  stage  the  single  '  shop  ' 
within  the  works.  Next  will  come  the  whole  works 
or  factory,  then  the  whole  district  in  which  the  factory 
is  situated,  and,  lastly,  the  whole  Guild,  with  its  various 
governing  and  executive  bodies.  At  each  stage,  again, 
we  shall  have  to  deal  with  a  double  problem.  We  shall 
have  to  ask,  first,  how  the  governing  bodies  are  to  be 
chosen  and  controlled,  and  secondly,  how  the  Guild 
officers,  from  the  shop  foreman  to  the  head  national 
officers,  are  to  be  chosen  and  controlled.  Furthermore, 
we  shall  have,  in  each  case,  to  discuss  thfe  distribution 
of  power  between  officers  and  representative  bodies. 
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our  system,  one  principle  will  be  opera- 
Collect  :  government 
from  above ;  and  we\have  given  it  as  the  essence  of 
the  Guild  idea  tl.  ans  government  from  below. 
At  every  stage,  then,  wherever  a  body  of  men  has  to 
work  the  su;  of  a  leader  or  oftV 
must  .r  choice  of  that  officer.  And,  in  the  same 
way,  every  committee  must  be  appointed  directly  by 
those  over  whose  work  it  is  to  preside.  Sweepingly 
stated,  \  'ic  general  principle  on  which  Guild 
democracy  must  rest  I  shall  come  shortly  to  its  more 
particular  applications. 

On  the  other  hand,  thi-  e  on  the  principle  of 

direct  democracy — which  is  indeed  the  only  real  de- 
mocracy— must  not  lead  us,  as  it  has  led  many  of  its 
supporters,  to  ignore  the  unity  of  the  Guild.  The 
cartel  leaves  its  const  it  unit  nrms  free  to  carry  on  the 
normal  business  of  production  as  they  choose  ;  but  it 

M  a  unit,  even  a  co<  :nt.  in  the  regul 

of  price  and  supply,  and  in  enforcing  general  rules 
whifh  are  necessary  for  the  good  of  the  trade — again, 

said,  from  the  capitalist  point  of  view.  In  the 
same  way,  the  Guild  authority  acting  in  co-operation 

and  in  the  interests  of,  the  consumers  must  regu- 
late supply  and  enforce  general  rules  over  the  whole 
( . nil*  1  r  :  . :  i  v  >n  of  prices  under  the  Guild  system 
I  discuss  in  the  next  chapter.  Besides  these  functions, 

1  clearly  be  the  duty  of  the  Guild  to  secure  the 
adoption  of  new  inventions  and  processes,  first  intro- 
duced in  one  workshop  or  locality,  wherever  they 
be  of  use,  and  to  keep  a  general  watch  on  the  working 
of  the  various  branches.  To  these  points  we  shall 
have  to  return  in  discussing  the  constitution  of  the 

il  authority 

C.S.O.  O 
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The  establishment  of  the  Guilds  will  be  the  wor 
act  of  faith  in  themselves,  and  we  may  therefore  believe 
that  many  of  the  elaborate  precautions  which  (iuilds 
men  advise  will  be,  in  the  event,  unnecessary.  I  h- 
establishment  of  a  free  system  of  production  will  not, 
we  believe,  be  followed  by  a  monstrous  attempt  on  the 
part  of  the  workers  as  producers  to  practise  fraud  on 
themselves  as  consumers.  But,  since  we  believe  that 
the  workers  as  consumers  would  exploit  themselves  as 
producers,  because  consumers'  associations  can  never 
be  democratic  in  character  from  the  producer's  point 
of  view,  we  see  the  necessity  of  answering  the  critics 
who  have  the  same  fear  of  National  Guilds.  Guildsmen 
ourselves,  we  do  not  accept  the  parallel ;  we  believe 
that  freedom  is  natural,  and  slavery  unnatural  to  man  ; 
indirect  '  democracy  '  we  regard  as  a  form  of  slavery, 
only  more  disguised  than  other  forms;  and  we  hold 
that  a  society  which  organises  its  industry  on  the 
basis  of  consumption  will  be  inevitably  servile.  But 
a  free  system,  we  hold  no  less  strongly,  will  bring 
to  the  front  man's  natural  qualities — his  sense  of 
fellowship,  his  desire  to  express  himself  in  Rouss 
phrase,  his  amour  de  soi  and  not  his  amour  propre. 
Unlike  Collectivists,  we  are  ready  to  trust  the 
people. 

But  living  in  an  untrusting  world,  and,  worse,  in  a 
world  where  men  have  so  lost  the  power  of  trust  that 
it  will  take  long  to  recover  it,  we  must  meet  the  ques- 
tions of  those  who  do  not  share  our  faith.  Of  such 
unbelievers  I  would  ask  whether  the  system  of  organi- 
sation that  is  being  outlined  in  this  chapter  does  not 
offer  a  reasonable  prospect  of  combining  with  the 
freedom  Guildsmen  desire  the  safeguards  Capitalism 
has  taught  Collectivists  to  regard  as  necessary.  1  had 
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almost  said  *  necessary  <  many 

a  Coli  no  longer  regards  such  a  system  of  sale- 

i.;uaiiU  .t     in  «  \  il 
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1  now  come  at  last  to  details.     For  convenience  1 
shall  speak  throughout  of  a  M 

ering.  becai;  ems  most  fulls 

to  ilhMratr  all  th«  It  sliouM.  how- 

ever, be  understood   t 

as  an  illu  and   that  I  am  even 

neglecting  many  features  in  it  which  make  it  ab- 
normal. The  proposals  I  am  advancing  ral 
and  typical,  and  would  have  to  be  modified  to  fit 
any  particular  case— even  my  chosen  example  of 

neering. 
I  desire  to  make  it  quite  clear  that  I  do  not  im 

to  be    forecasting  any  form   of   organisation 

h  \\ill  ever  actually  exist      1  am  .  as 

as  one  can  in  th«-«,iv.  to  make  plain  the  principles 

tl  democracy  by  means  of  a  detailed  hypo- 

1  his  clrar,  I  can  go  on. 

I   begin,    tlun,    with   the  methods  of  electing    the 
CommitU't-  tl  ami  local,  by  the 

1  will  be  governed.    These  it  will  be  best  to  set 
out  point  by  point. 

(a)  Shop  Committees  in.  Y</  by  ballot  of  all  the 

workers  in  the  shop  concerned. 

v  separate  works, 

csponding  roughly  to  the  '  firms  '  or  businesses  of 
to- 1 lay.  In  each  of  these  works  there  will  be,  as  there 
are  now,  a  number  of  '  shops/  Thus  an  engineering 
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works  may  hav<  its  drawing  office,  pattern  shop,  foundry, 
toolroom,  planing,  milling,  turning  and  boi  din^, 

and  fitting  and  erecting  shops,  its  stores,  and  its  various 
offices,  receiving,  shipping,  financial,  etc.  In  each  "I 
these  shops,  or  wherever  it  may  be  necessary,  the 
workers  will  elect  a  Shop  Committee,  to  look  after  th< 
interests  and  the  efficiency  of  the  shop.  The  number 
of  shops,  and  accordingly  of  such  Committees,  will,  uf 
course,  vary  as  the  whole  works  is  more  or  less  large 
and  complex.  The  Committee  will  act  as  a  counter- 
poise, where  one  is  needed,  to  the  authority  of  the 
foreman,  and  will  further  serve  as  the  intelligence 
department  and  executive  of  the  shop.  It  will  be 
democratic,  in  the  sense  that  it  will  be  chosen  directly 
by  those  with  whom  it  will  have  to  deal. 

(b)  The   Works   Committee  will  be  elected  section  ally 
by  ballot  of  the  members  of  each  shop. 

All  the  shops  will  have  both  interests  in  common  and 
interests  distinctively  their  own.  On  the  Management 
Committee  of  the  works  as  a  whole  it  will  therefore  be 
necessary  to  reconcile  these  different  points  of  view, 
both  for  the  securing  of  harmony  and  for  the  co- 
ordination of  the  various  departments.  It  is  likely  that 
these  objects  will  be  most  easily  secured  by  allowing 
each  shop  to  appoint,  by  direct  ballot,  its  own  repre- 
sentative to  sit  on  the  Works  Committee, 
sectional  representation  has  been  found  to  worl 
where  it  has  been  tried  by  Trade  Unions  in  the  past, 
as,  for  instance,  by  the  railwayman,  the  dockers,  and 
the  steel-smelters. 
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(0  The  District  Committee  will  consist  (i)  oj  works 

.tatives.  elected  by  the   Works  Committee 

ach  separate  works,  and  (2)  of  craft  rcprcsen- 

clected  by  ballot  of  all  members  of  each 

craft  working  within  the  dist> 

In-  .1  number  «>f  wc.rks  in  tin- 
nine  nlnnx!.  it  will  Inj  necessary  to  group  these 
in  ili  :lar  to  those  in  which  Trade  Union 
hes   are    often   grouped    nowadays      i 

these  District  Committees  will  probably 

U   the  co-ordination  of  production  over  t  ict  as 

•i  wli.  the  conclusion  of  arrangements  with  the 

munit  ipalitv  <>i  witli  « it  her  Guilds  within  the  district. 

will  also  bn  i  link  !>•  individual 

!  and  tin-  (.nil.l  as  a  whole,  and  will  therefore  be 

onsiderable  importance. 

i  a  body  it  seems  forms  of  representa- 

vi  11  be  necessary.     Karh  works  will  have  to  be 

represented  if  the  co-ordination  of  production  is  to 

be  satisfactorily  accomplished  ;   and  the  works'  repre- 

will  clearly  have  to  come  from  tl 

lie  body  responsible  for  the  management 

of  thr  works  as  a  whole.     But  it  is  equally  dear  that 

s  must  not  be  forgotten  ;    the  moulder 

from  the  fou  he  patternmaker,  and  the  fitter 

ill  have  their  di-  problems  to  bring  before 

1 1  Comn  HUM  therefore  represent 

also.    As  there  i>  in  this  case  no  question  of  co- 

iting    various    managements,    direct    universal 

election  can  be  employed.    Thus  all  the  mould* 

the  district  will  combine  to  elect  one  member  to  the 

Committee,  and  so  on  for  the  other  crafts. 
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(d)  The  National  Guild  Executive  will  consist  ( 

district  representatives,  <  /  ballot  of 

each  district,  and  (2)  of  craft  representatives,  ch 
by  general  national  ballot  of  each  craft. 

It  is  clearly  of  the  greatest  importance  that  the 
National  Executive  of  the  Guild  should  be  at  • 
democratic  as  possible,  and  as  closely  as  possible  in 
touch  with  the  feeling  of  the  members,  which  comes  to 
the  same  thing.  It  is  therefore  essential  that  it  should 
be  chosen  not  by  the  District  Committees,  but  by  sonn- 
system  of  universal  ballot.  But,  in  a  great  national 
body,  an  indiscriminate  vote  for  a  whole  executive  by 
the  whole  body  of  the  members  is  seldom  really  demo- 
cratic in  its  effects.  A  man  cannot  vote  for  twenty  or 
thirty  persons  to  represent  him  nationally  with  the 
same  sense  of  certainty  and  responsibility  as  he  can 
summon  up  in  voting  for  a  single  member  to  represent 
his  own  district  or  his  own  craft.  On  the  system  here 
suggested  every  member  of  the  Guild  would  cast  two 
votes,  one  for  his  district  and  one  for  his  craft  repre- 
sentative ;  and,  on  the  executive  itself,  the  result 
would  be  an  equipoise  between  district  and  craft 
interests,  from  which  the  general  good  would  be  most 
likely  to  emerge. 

(e)  The  National  Delegate  Meeting  will  be  elect. 

general  ballot  of  the  members  of  each  craft  in  each 
district. 

The  National  Executive  will  not  be  the  ultimate 
governing  body  ;  power  will  reside,  in  the  last  resort, 
with  a  larger  body,  meeting  as  often  as  it  may  be 
needed,  and  serving  both  as  a  final  appeal  court  and 
as  the  initiator  of  the  general  lines  of  Guild  policy.  This 
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body  A  ill  have  to  aim  at  represent- 

il  will  m  :  1,  and  will  have  the  same 

task  of  <  <-sts  and  outlook  of  the 

with  those  of  the  various  -s.     But  in  a 

larger  body,  cons:  greater  Guilds  of  at  least 

a  hum  I  ied  members  and  perhaps  of  considerably  more, 

it  will  be  possible  to  adopt  a  new  systcn  of  repre 

tion.    Delegates  will  come  from  each  district,  and  one 

h  group  of  delegates  will  be  a  member  of  each 

Thus,  there  will  be  groups  of  represent, 
from  Sheffield.  Newcastle,  London,  etc.    And,  from 
each  of  these  districts  will  come  a  pat:  .,T  elected 

by  the  patternmakers  of  t,  a  fitter  elected 

by  the  fitters,  a  clerk  elected  by  the  clerks,  and  so  on. 
iual  will  have  someoi  Delegate 

Meeting  who  directly  represents  hi>,  interest  as  a  crafts- 
man and  as  a  Sheffield  or  a  Newcastle  man. 

Sue :  scheme  of  Committees  with  tin 

iods  of  election  which  seem,  in  general, 

most  applicable  to  th«  in       1  h-   -h^nbution  of  powers 

these  various  Committees  is  a  more  difficult 

question,  with  \vhi«  h  it  will  be  easier  to  deal  when  w. 

have  laid  down  general  rules  for  the  election  of  the 

various  officers  of  the  Gu 

Throughout  this  system  the  aim  is  democracy,  re- 
posing upon  trust  of  the  individual  worker.  In  each 
case  the  power  of  choice  is  placed  directly  in  the  hands 
•  >f  tliM-r  ,,ver  whom  each  committee  has  to  preside, 
and  the  principles  of  local  and  sectional  or  craft  repre  - 
only  com'  thin  this  wider  system. 

Provided,  ho  -hat  sjx-rial  representation  is  not 

od  to  contravene  pie  of  democracy, 

it  is  the  chief  means  of  safeguarding  the  Guild  against 
bureaucracy — and  the  only  means  of  ensuring 
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control  by  the  rank  and  file.  The  giving  to  ea»-h 
commit teeman  of  a  more  restricted  but  at  the  same 
time  more  alert  electorate  secures  that  the  individual 
workers  shall  not  only  elect,  but  also  control,  tlu-ir 
leaders.  It  converts  a  paper  democracy  into  a  system 
of  true  self-government. 

VII 

I  turn  now  to  the  question  of  the  officials.  We  know 
from  experience  to  what  an  extent  the  efficiency  of  a 
Trade  Union  depends  upon  its  permanent  officials.  In 
even  greater  degree  will  the  Gu^ld  stand  or  fall  as  it 
selects  and  controls  its  officers  well  or  ill.  In  the  first 
place,  since  it  will  be  no  longer  a  bargaining,  but  a 
producing,  body,  it  must  choose  men  who  are  capable 
of  replacing  the  capitalists  and  professionals  of  to-day, 
to  whom  we  cannot  deny  a  high  degree  of  business 
capacity,  however  we  may  dislike  the  use  they  make  of 
it.  In  the  second  place,  if  freedom  is  to  be  a  reality 
in  the  Guild,  the  competent  officer  must  be  under  the 
control  of  those  whom  he  directs,  and  such  control  is 
more  than  ever  necessary  because  of  the  wide  sphere  of 
influence  which  he  will  have  to  occupy.  Unless  the 
problem  of  the  officials  is  far  more  satisfactorily  settled 
by  the  Guilds  than  it  has  been  by  the  Trade  Unions, 
there  will  be  grave  peril  for  the  whole  system,  li 
therefore  of  the  greatest  importance  that  Guildsmen 
should  attempt  to  face  the  problem  of  the  election  of 
officials  ;  and,  if  they  feel  more  than  ever  the  impo 
bility  of  giving  a  dogmatic  answer,  at  all  events  to 
rush  in  where  fools  will  no  doubt  abuse  them  for 
treading. 

We  will  again  set  out  our  scheme  point  by  point. 
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(a)  Foremen  will  be  elected  by  ballot  oj  all  the  workers 

'he  shop  concerned.     The  heads  of  the  c/< 
departments  will  be  elected  by  ballot  of  all  the 
members  of  their  departments. 
More  and  more  strikes  of  late  years  have  centred 
nmiul   tin-  tjiu-stion  of  tyranny  or  slave-driving  by 
foremen,  and  this  has  been  particularly  the  case  in  the 
engineering  industry.    The  workers  have  clear  1 
interest  in  the  choice  of  their  forefmen,  and  any  demo- 
istry  must  begin  with  the  reposing  in 
:  y  trust  of  electing  those 

supervisors  with  whom  they  come  continually  into 
direct  contact.  On  this  point,  at  any  rate,  there  should 
be  no  need  of  further  an 

(b)  The  Works  Manager  will  be  elected  by  ballot  of 

all  the  workers  on  the  manipulative  side  of  the 
works.     The  Manager  of  the  Clerical  Departments 
will  be  elected  by  ballot  of  all  clerical  workers. 
duty  of  the  works  manager  will  be  the  co- 
ition and  supervision  of  the  various  prodi: 
depart  Under  the  general  manager,  he  will  be 

.cad  of  the  manipulative  side  of  tht  but 

•thing  to  do  with  the  clerical  or  business 
side.  His  election  should  therefore  be  the  business  of 
the  workers  directly  engaged  in  production,  and  not 
of  UK-  dt-riral  staff.  Similarly,  the  w<  a  the 

various  clerical  departments  will  combine  to  elect  t lu- 
ll manager,  who  will  be  the  head  of  the  clerical 
side  of  the  works,  under  the  general  manager. 

(c)  The  General  Manager  of  the  Works  will  be  selected 

by  the  Works  Committee. 

The  business  of  the  general  manager  will  be  the  co- 
.1  of  the  productive  and  the  clerical  sides  of 
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the  works.  In  a  wider  sense  than  either  the  w<>: 
the  clerical  manager,  who  will  he  mainly  engaged  in 
carrying  out  decisions  and  devising  ways  and  m 
he  will  be  concerned  with  questions  of  policy.  By 
making  him  the  nominee  of  the  Works  Commit  («•«-, 
which  represents  the  various  shops  within  the  works. 
the  democratic  control  of  the  whole  enterprise  will  he 
secured,  and  at  the  same  time  it  will  be  possible  to 
avoid  the  danger  of  erecting  two  distinct  supn -me 
authorities,  each  depending  on  a  direct  mandate  from 
the  whole  body  of  the  electors. 

(d)  The  District  Secretary  will  be  selected  by  the  Dis- 

trict Committee. 

The  district  secretary's  functions,  as  far  as  can  be 
seen,  will  be  in  the  main  statistical ;  he  will  ha- 
play  an  important  part  in  the  co-ordination  of  supply 
and  demand  within  the  district,  especially  in  those 
industries  which  produce  mainly  for  a  local  m; 
It  is  therefore  probable  that  his  powers  will  vary  widely 
from  Guild  to  Guild,  and  from  district  to  district.  In 
the  main,  he  will  have  throughout  to  act  under  the 
control  of  the  District  Committee,  much  as  the  secretary 
of  a  ring  or  cartel  of  employers  acts  under  Capitalism. 
His  selection  by  this  Committee  seems  to  follow  as  a 
matter  of  course. 

(e)  The  General  Secretary  of  the  Guild  will  be  nomi- 

nated  by  the  Executive  Committee,  but  this  nomi- 
nation will  have  to  be  ratified  by  the  Delegate 
Meeting. 

The  general  secretary  will  occupy  much  the  same 
position  in  relation  to  the  National  Executive  as  the 
district  secretary  in  relation  to  the  District  Committee. 
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will  be  very  mm  h  widrr  in  scope,  he 
will  [-.;•:  e  of  a  large  staff,  u 

fall  under  the  two  di  vc  have  already  noticed  in 

the  case 
a  con  ies,  be  chosen  by  the  Exe< 

;    but    .1^  his  post  is  one  of  great  responsi- 

.  and  01  :  cedom  of 

the  subordin.r  m  tlu  dmM.  th«  rv  must  be  some 

check  .  seems  to  be 

by  a  pen  to  in  th<  hands  of  the  demo- 

ically  chosen  delcgat  ng. 

(/)  The  Assistant  Secretaries,  who  will  be  the  heads 
of  the  various  departments  in  the  Central  <• 
offices,  will  be  chosen  by  ballot  of  the  workers 
employed  in  those  offices,  subject  to  ratification  by 
•  Committee. 

One  of  the  most  difficult  of  the  minor  problems  of 

Guild    organisation   is   the  giving   of   adequate   self- 

:mnm   to  the  clerical  workers  employed  in  tin- 

c  offices  of  the  Guild.     Generally  speaking, 

11  hi  office  should  reproduce  in  its  organisation  tlu 

structure  of  the  ( :  E  the  single  works.    The 

rs  should  choose  their  own  departm 
officers,  and  only  at  the  top  should  they  be  • 
by  ai  iity  elected  on  a  wider  franchise.    The 

ion  of  the  Executive  Committee  may  or  may  not 
be  essential  in  the  case  of  these  assistant  secretaries; 
it  is  put  in  hm-  in  view  of  the  close  co-operation  there 

tlu-m  and  the  general  secretary. 
So  far  we  have  been  dealing  with  tlu>  <li>- 
ulnunist:  tti  «.f  the  Guild;   let  us  now  turn  t. 

special  question  of  the  expert  staff.     These, 
again,  will  be  of  several  types. 
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(g)  Works  Experts  will  be  chosen  by  the  Works 
Committee. 

It  might  seem  natural,  at  first  sight,  that  the  election 
of  works  experts  should  be  the  business  of  the  various 
crafts.  In  certain  cases,  where  the  function  of  the 
expert  is  definitely  concerned  with  a  single  craft  group, 
he  may  no  doubt  be  elected  by  that  craft ;  but,  as  a 
general  rule,  the  works  expert  has  a  more  general 
to  perform.  Not  only  does  his  work  cover  in  many 
instances  the  spheres  of  several  distinct  crafts  ;  he 
may  be  concerned  with  craft  questions  that  belong  to 
another  industry.  Thus,  in  a  textile  factory,  there 
will  be  needed  an  expert  on  textile  machinery,  but  the 
making  of  such  machinery  will  be  the  work  of  the 
Engineering  Guild.  The  expert  will  have  to  pass  quali- 
fying examinations,  which  will  no  doubt  be  in  th< 
charge  of  a  professional  organisation  similar  to,  and 
succeeding,  the  professional  institutes  of  to-day  ;  but, 
subject  to  this  qualification,  he  will  be  elected  by  the 
Works  Committee. 

(h)  District  Experts  will  be  elected  by  the  District 
Committee. 

The  same  arguments  apply  in  this  case,  except  that 
the  experts  will  be  in  this  case  less  concerned  with  tin- 
actual  business  of  production,  and  will  have  a  more 
purely  advisory  capacity,  as  the  function  of  the  District 
Committee  will  itself  be  in  the  main  advisory. 

(*)  The  Travelling  Inspectors  in  the  service  of  the 
National  Executive  Committee  will  be  chosen  by 
that  Committee. 

Clearly,  the  Central  Executive,  in  its  work  of  co- 
ordinating the  activities  of  the  localities,  will  have  to 
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Im  will  \  iMt  tlie  dis- 

and  works  on  its  behalf.     They  will  succeed  to 

the  w  !  ic  Mines  and  Factory  Inspectors  of  to-day, 

and  will  play  an  important  part  in  carrying  the  latest 

•<Js  of  production  from  district  to  district.    No 

longer  ho  u  strange  land,  or  abettors  of  tin- 

terfuges  of  capitalist  producers, 
will  l><    tin-  missionaries  of  Guild  enterprise  up  and 
tin-  Dmitry.      In  th.-ir  case,  too,  qualifying  CX- 
:11  play  an  imj>ortant  part,  and  they  will 
probably  be  selected  in   th<    main  from  among  the 
ks  and  district  rxix  : 

(/)  National  E\  the  Central  Guild  Offices  will 

be  chosen  by  the  Executive  Committee. 

These  advisory  officers  will  be,  in  the  main,  of  two 
types.  They  will  have  to  do  either  with  the  technical 
processes  of  the  Guild  to  they  belong,  in  v 

case  they  will  reproduce  on  a  larger  scale  the  qualifi- 
es of  the  local  experts  from  whose  ra 
will  1><   ivnuited  ;   or  they  will  be  concerned  with  tlu- 
<>ns  between  one  Guild  and  an  many 

cases  Guild  will  be  producing  for  GuiM     and  in  such 
cases  the  producing  Guild  will  often  need  upon  its 

experts  in  the  work  of  the  Guild  for 
produces.  Sometim*  >  then,  the  Guild  will  draw  n-> 
expert  officer  from  the  ranks  of  another  ( iuiKl.  In  all 
these  cases  the  election  should  obviously  be  in  tin- 
hands  of  the  Executive  Committee.  There  is  no  need 
for  a  more  directly  democra  hod,  because  the 

ion  of  this  type  of  expert  is  in  the  main  advisory, 
and  he  does  not  come  into  direct  relations  with  or 
control  any  body  of  work 

ill  In  noticed  that  all  through  this  outline  there 
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has  been  one  very  important  omission.  I  have 
nothing  about  either  the  time  for  which  the  various 
officers  will  remain  in  their  positions,  or  about  their 
eligibility  for  re-election.  Annual  tenure  with  re- 
eligibility  will  probably  hold  for  foremen  and  \\mks 
managers  of  various  sorts  ;  but  in  the  case  of  the 
district  and  general  secretaries  probably  a  longer  period 
is  desirable,  provided  there  is  a  method  of  removal  at 
any  time  through  the  Delegate  Meeting,  Executive 
and  District  Conference,  or  Committee.  Experts  will 
probably  hold,  in  most  cases,  at  the  pleasure  of  the 
Committee  which  controls  them.  But  the  whole  question 
of  length  of  tenure  is  a  matter  of  detail  of  which  it  is 
not  necessary  to  suggest  dogmatic  solutions  at  the 
present  stage. 

In  most  cases  the  qualifying  examinations  will  pro- 
bably play  an  important  part.  No  candidate  will  be 
eligible  for  election  to  any  position  of  trust  unless  he 
has  passed  certain  tests,  ranging  from  the  simple  tests 
of  the  competence  needed  in  a  foreman  to  the  severe 
examinations  imposed  by  a  professional  institute  of  the 
type  now  represented  by  the  Chartered  Accountants  or 
the  Institute  of  Civil  Engineers.  These  professional 
associations  will  assuredly  survive  and  co-operate  with 
the  Guilds,  and  beside  them  will  spring  up  similar 
bodies  representing  the  unity  of  technical  interest  in 
the  various  manual- working  crafts.  In  this  way  an 
additional  safeguard  will  be  placed  in  the  hands  of 
the  crafts,  and  the  craft  representatives  on  the  (iuild 
Executives  will  be  able  to  speak  with  the  authority  of 
a  craft  association,  often  extending  over  several 
Guilds,  at  their  back.  In  a  wise  complexity  of  this 
type  and  not  in  the  artificial  '  return  to  nature '  which 
is  advocated  by  those  who  despair  of  the  great 
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IH-S  the  road  to  freedom  for  the  uaJ 

\  III 

.ild  (<>n  has  been 

i  the  last  two  sections  of  this  chapter  remains 
mill  KM  has  been  said  of  its  actual 

is  at  once  suggest  th- 

•  s.     In  thr  iirst  place,  what  will  be  the  relation 
between  tin  various  Committees  on  the  one  hand  and 

officers  on  the  other  ?     And  sec  hat 

will  br  thr  nL  \vrrn  tlu-  single  works  and  the 

larger  units  both  local  and  national  ? 

.  of  power  among  officials,  execir 
rank  and  nir  i>  a  source  of  continual  ditiu  ulty 
in  thr  Trade  Union  mo  to-day.     In  one  Union 

ie  may  be  constant  friction  between 
and  thr  ( .«neral  Secretary  ;  in  anot  re  may  well 

seem  to  be  an  unholy  alliance  of  officials  and  execut . 
agai  rank  and  file.     Even  the  Delegate  Meeting. 

£ned  *as  a  more  democratic  body  to  counteract 
bureaucracy  and  officialism,  oft-  <-ry 

U  of  cxp<  t  o  be  all  too  easily  managed 

ion  it  v,  Jed  to  control.     It  is  there- 

fort  (uestion  to  ask  v  units  of  Trade 

Union  government  of  to-day  will  not  reproduce  them- 

lilds  of  to-mom>v 

To  some  extent.    thU   qnotiun    has  already  been 
\vered  b  ss  has  been  laid 

ini|>ortance    of   craft    ai  represrntatinn    in 

ious  Executives  more  really  a  reflect 
of  the  will  of  the  members  uf  thr  ( •niKl,  and.  in  r>|H 

•  ir  method  chos*  <  the  Delegate  Meeting. 
\Vhni.  as  in  to<.  many  Unions  to-day,  the  Delegate 
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Meeting  is  merely  an  enlarged  replica  of  the  Executive 
Committee,  elected  by  tin-  various  districts  in  exactly 
the  same  way,  the  larger  body  affords  no  real  cli 
over  the  actions  of  the  smaller  body.  The  one  will 
effectively  balance  the  other  only  if  different  methods 
of  election  are  adopted.  I  have  therefore  designed  an 

ecutive  consisting  half  of  representatives  of  all 
grades  in  each  district  and  half  of  national  represei: 
rives  of  the  various  crafts  ;  but  over  against  this  body 
I  have  set  a  Delegate  Meeting  elected  by  each  craft  in 
each  district  severally.  Thus,  while  the  Executive  will 
represent  the  national  craft  point  of  view,  the  local 
representatives  of  each  craft  will  have  a  chance  of 
criticising  its  actions  in  the  Delegate  Meeting  and 
against  the  local  '  all  grades  '  point  of  view  on  the 
Executive  will  be  set  the  local  '  craft  '  point  of  view 
in  the  Delegate  Meeting. 

Local  and  sectional  representation  will  not  only  secure 
committees  more  in  harmony  with  the  will  of  the  mem- 
bers ;  they  will  also  serve  to  develop  and  strengthen 
that  common  will.  Most  of  the  problems  of  Trade 
I'nion  government  can  be  traced,  in  the  last  resort,  to 
the  apathy  of  the  great  bulk  of  the  rank  and  file.  But, 
if  only  the  rank  and  file  secure,  as  they  must  under  the 
Guild  system,  not  only  a  direct  interest  in  the  business 
of  production,  but  also  a  means  of  making  tin -ir  int.  ; 
effective,  they  will  soon  learn  the  double  lesson  of  con- 
trolling their  Executives  and,  thereby  as  well  as  directly, 
*of  controlling  their  officials.  Interest  the  members,  and 
give  their  interest  a  means  of  expression,  and  the 
problem  of  industrial  democracy  will  be  to  a  great 
extent  solved. 

Let   us  assume,    then,    that   the   Guild   Executive, 
checked  by  the  Delegate  Meeting,  will  be  not  a  bureau- 
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eracy,  l>  ie  reflect  ill     What 

.  as*  \\ill  1 ),  i  the  Executive 

and   the  officials?  il   will   be  the 

»:arry  out  the  com- 
mands v  imposes.    Nodoul  .vill 

iu   will  be  subject  at  every 

an  alert  democratic  body,  as  the 

Trade  Union  official  would  be  to-day  if  only  Trade 

\n  utives  were  as  a  rule  alert  or  really  demo- 

ic — or  let  us  say  rather,  as  the  officials  are  to-day 

in  th.    best  governed  Trade  Unions.     In  the  Gui 

:iciple  will  hold  at  every  stage  ;  the  offici.il  will 
be  an  admii  to  and  directed  by  his 

committee,  whether  it  be  the  National  Guild  Executive, 
t    Committee,   or  the   Works   Committee. 
Sovereignty  will  reside,  not   in  the  official,  howt 
elected,  but  representative  body,  or.  in  the  last 

resort,  in.  tin-  whole  mass  of  the  members. 

The  problem  of  the  relation  between  officers  and  com- 
mit tees  i*  comparatively  simple.     I  come  now  to  the 
iticult  question  of  tl.  >n  between  the 

i'>us  units  of  production,  local  and  national,  within 
the  single  industrial  Guild.     Something  has  already 
been  said  on  this  point  in  the  third  and  fifth  secti 
of  t  <  mains  to  draw  together  the  threads 

he  argument  whirh  I  have  all  along  been  developing. 
saw  th.it  many   of  the  medievalists  criticise  the 
system  of  National  Guilds  for  its  acceptance  of  in- 
dus  and  of  large  scale  product  i  <  mill), 

and  we  have  laid  it  down  that  the  organisation  of 
Id  must  be  more  like  that  of  a  cartel  than  of  a 
:espect  t  ;>endence  of  the 

inr  works  or  factory  (Section  V).     The  ques: 

have  now  to  ask  is  whether  the  system  of  organi- 
'' 
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ion  we  ha\r  hid  down  will  in  n-alitv  secure  the 
independence  of  the  small  unit  within  the  great 
National  Guild.  If  it  will  not,  I  admit  that,  tried  by 
the  fundamental  test,  National  Guilds  fail. 

How,  then,  is  this  independence  to  be  secured  ?  Not 
so  much  by  a  distribution  of  powers  as  by  a  distribution 
of  functions.  We  have  laid  stress  on  the  necessity 
of  a  national  organisation  of  industry  on  the  one 
hand  and  of  a  local  organisation  of  production  on 
the  other.  Are  these  two  views  reconcilable  or  are 
they  not  ? 

Let  us  ask  first  more  precisely  what  it  is  that  must 
be  organised  nationally.  It  is  surely  in  the  main  rela- 
tion now  known  as  '  buying  and  selling/  or  the  '  co- 
ordination of  supply  and  demand.'  It  is,  in  fact,  not 
production,  but  trading  that  must  be  under  a  national 
control.  The  Collectivists  have  been  right  in  tin -ir 
insistence  on  the  need  for  a  '  national  organisation  of 
industry  '  ;  but  the  thing  that  they  have  aimed  at 
organising  nationally  has  been  not  so  much  production 
as  exchange.  The  quantities  of  various  commodities 
that  are  to  be  produced  and  the  prices  that  are  to  be 
charged  for  them — these  are  the  questions  that  must 
be  asked  and  answered  in  respect  of  the  whole  industrial 
life  of  the  nation.  The  organisation  of  supply  and 
demand  and  the  control  of  prices  in  consultation  with 
the  consumer  will  therefore  be  the  main  business  of 
the  National  Guild  authority,  and  of  the  District  Com- 
mittees which  will  work  in  conjunction  with  it  over  a 
smaller  area.  The  National  Guild  will  organise  ex- 
change in  direct  connection  with  the  National  State  ; 
the  District  Committee  will  perform  the  same  function 
in  conjunction  with  the  Municipality  or  County  Council. 
I  do  not  suggest  that  this  will  be  the  sole  work  of 
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<  omrnittee; 

but  thiN.  I  l>eh,  \r.  \\ill  ;  mction. 

Let  us  turn  now  t  :  lual  wnrkv     If  the 

Is  of  modern  industrialism  and  of  large-scale  pro- 
i   are   to  be   avoided,   the  group   of   workers 
i  >loyed  in  the  single  work  :  <  >rm  a  self-governing 

group.     But   their  need  is  not   so  much  to  govern 
ftangt  as  to  govern  production.     The  Works  Com- 
mittee will  no  doubt  have  duties  which  fall  under  the 
head  of  exchange,  as  the  National  (iuiM  will  have 
duties  belonging   to   production  ;    but    the   primary 
:i  of  the  works  will  be  to  produce  and  not 
-e  its  products.     Exchange  will  be  carried  on 
mainly    through    thr    District    Committee    where    tin- 
local,  or  through  the  National  Execut 
where  it  is  national  or  international ;   but  production 
will  be  carried  on  in  the  various  works  up  and  down 
i  distil*  t.  and  unless  stagnation  and  a  dead  level 
of  mediocrity  are  to  be  the  rule,  the  works  must  be 
to  organise  its  own  business  of  making  things. 

our  reconciliation.  Let  each  works 
be  in  the  first  instance  self-governing  where  produc- 
i  is  concerned  ;  but  let  the  organisation  of  exchange 
be  carried  out  by  a  national  authority  acting  in  co- 
operation with  local  aut  t,  Does  not  this  sati 
both  the  demand  for  a  national  system  in  the  interest 
of  the  consumer,  and  the  demand  for  freedom  in  the 

P  on  the  producer's  behalf  ? 

Of  course,  the  problem  is  not  altogether  so  simple  as 

ild  seem  to  suggest.    There  will  have  to 

be  some  check  on  the  \v  ict 

and,  through  it,  of  the  national  authority.    But  this 

check  will  be  provide^  most  easily  through  the  mechan- 

inge.     The  works  will  supply  its  produ 
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to  the  District  Committee  for  purposes  of  <  list  ii  but  ion, 
and  the  District  Committee  will  pay  it  according  to 
the  price-lists  fixed  by  the  National  (iuild  for  what.it 
produces,  quality  as  well  as  quantity  being,  of  c< 
taken  into  account  in  fixing  the  price.  By  this  means, 
a  check  will  be  put  upon  any  attempt  by  a  works  to 
do  bad  work  or  to  '  scamp  '  its  tasks.  The  preser- 
vation of  a  high  standard  of  craftsmanship  will  be  a 
function  of  the  National  and  District  authorities  ;  but 
the  works  will  be  self-governing,  and  intervention  from 
without  will  come  only  by  way  of  occasional  criticism, 
and  in  answer  to  an  existing  grievance. 

Thus,  the  differences  between  works  and  works  will 
be  secured  ;  and  each  body  of  workers  will  be  in •«-. 
until  the  total  demand  is  exhausted,  to  specialise  in 
the  especial  products  which  it  most  likes  to  product-. 
There  will  be  no  standardisation  or  centralisation  of 
production  ;  indeed,  the  need  for  it  will  be  removed 
by  the  standardisation  and  centralisation  of  exchange. 
The  individual  works  will  be  a  free  and  self-governing 
unit,  and  in  the  works  the  individual  craftsman  will 
find  his  freedom. 

I  am  convinced  that,  if  once  we  get  clear  in  our 
minds  the  difference  between  production  and  exchange, 
we  shall  have  seen  the  last  of  much  loose  thinking. 
As  we  saw  earlier  in  this  chapter  (Section  III)  Capital- 
ism is  the  invention,  not  of  the  producing,  but  of  the 
trading,  interest.  We  live  to-day  under  the  domination 
of  the  trader,  who  rules  production  as  well  as  exchange. 
Once  separate  the  control  of  these  two,  and  the  way  is 
clear  to  the  combination  of  a  national  industrial  system 
with  freedom  for  the  producer.  It  remains  to  discuss 
the  actual  effect  which  the  independence  of  the  works 
will  have  upon  the  methods  of  production — how  far, 


>OM  IN'   I  I  i  !  LD 

in  fact,  the  Guild  system  will  smash  what  Mr.  Penty 

I  shall  turn 
next  in  the  concluding  section  of  this  chapter. 


IX 

How  far  will  the  system  of  National  Guilds  smash 

InduMnaliMii  :-  I  believe  alism 

ought  to  be  smashed,  and  no  farther.    But  if  I  am 
asked  precis*  tar  that  i>.  I  can  give  no  direct 

We  are  all  familiar,  in  general,  with  the  effect  of 
n  upon  the  skilled  <  it  tin* 

pn^'i.s.  ni  invMitiun.  inst.-.id  «.f  aiding  tin-  •  ;a!tMiian. 
tends  <  >  make  him  more  and 

more  the  slave  of  the  ma  :  he  operates.     In 

the  engineering  industry,  for  instant  is  a  con- 

proportion  of  semi-skilled  workers 
to  skilled  and  unskilled  alike.  If,  on  the  one  ban 
number  of  quite  unskilled  labourers  diminishes,  as  they 
are  taken  on  to  work  the  simplified  new  machines, 
on  the  other  hand  the  skilled  men  have  continually 
to  re  encroachment  of  these  newly  recruited 

killed  workers  upon  the  old-established  skilled 
crafts.  The  number  of  real  mechanics  diminishes ; 
the  number  of  ma  i  eases  ;  and,  of  the  skilled 

only  the  t<M.lm.ik«T  thrives  because  he  mil; 
to  these  semi-skilled  workers.  The  employers  use  every 
moment  of  vantage  to  secure  a  foothold  for  the  semi- 
skilled in  the  skilled  occupations.  Thus,  the  shortage 
of  mechanics  due  to  the  pressure  of  work  for  the  war 
has  led  to  an  enormous  increase  in  the  employment 
of  semi-skilled  and  unskilled  workers,  male  and  female, 
on  sk  :k.-  Hence,  too,  the  constant  demarca- 
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tion  disputes  which  have  prevented  solidarity  in  the 
engineering  industry.  , 

It  is  from  such  bickerings  that  it  will  be  the  first 
mission  of  the  Guilds  to  deliver  modern  industry.  The 
self-governing  fraternity  of  the  Guild  will  determine 
for  itself  all  questions  of  demarcation,  and  will  have 
in  mind  not  so  much  the  cheapening  of  production, 
which  is  the  sole  thought  of  Capitalism,  as  the  preser- 
vation of  a  high  standard  of  workmanship  coupled 
with  reasonable  efficiency  and  cheapness.  The  '  cheap 
and  nasty  '  product  will  be  replaced  by  well-made 
goods,  sold  at  a  '  fair  price/  and  produced  at  .1 
cost. 

The  change  will  mean  not  the  smashing  of  large-scale 
production,  but  the  placing  of  the  workers'  industrial 
destinies  in  their  own  hands.  It  will  depend  upon  the 
feeling  that  animates  the  Guildsmen,  as  well  as  upon 
the  material  needs  production  has  to  meet,  whether 
large-scale  industry  is  to  be  destroyed  or  retained.  If 
in  any  case  large-scale  production  is  then  found  to  lead 
inevitably  to  the  turning  out  of  shoddy  work,  or  to  the 
brutalisation  of  the  worker,  then  the  Guild  will  sec  to 
it  that  such  production  shall  cease,  or  be  transformed. 
But  the  scrapping  of  machines,  where  it  comes  at  all, 
will  come  not  of  a  general  movement  against  machinery, 
but  in  response  to  the  definite  discovery  that  this  or 
that  machine  is  degrading  the  industry  to  which  it 
belongs.  The  method  of  destroying  the  bad  machine 
will  be  experimental ;  and  this  method  will  have  the 
advantage  that  it  will  enable  us  both  to  preserve  the 
good  ones,  and,  in  many  cases,  to  transform  those 
that  are  bad.  Here,  too,  the  process  will  be  gradual 
and  not  catastrophic  ;  but  it  will  be  none  the  less 
revolutionary. 
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There  are  tome  who  urge  that  modern  Industrialism 
is  altogether  degrading,  and  that  all  attempts  to  reform 
it  are  doomed  to  failure.  Th<  fault  of  the  reformers, 
••p.  th  nig,  was  that  they  come  to  believe  in  the 

<l»ing  they  set  out  to  it-font  vision  of  th« 

Socialist  Mate  becomes  only  the  \  i  more  demo- 

lustrialism.     In  short,  they  offer  the  workers 
self-government,  perhaps  ;  but  they  do  not  offer 
freedom. 

in  essence  that  even  if  those  who  use  this 
argument  are  right  in  tin  -ir  ideal,  and  right  in  v. 

pire  mcr  t  nth  in  that  ideal,  revolutionaries 

haye  to  consider  not  only  ends,  but  also  mean-  It  is 
not  enough  to  have  '  news  from  nowhere,'  unless  we 
have  also  a  true  conception  of  '  the  wage-system  and 
the  way  I  :  ftfaf  all,  we  have  not  only  to 

dream  dreams  —  which  we  must  do  to  keep  < 
—but  also  to  bring  about  the  revolution.     We 
to  hew  our  statue  out  of  the  block-  of  marble,  and  the 
material  on  \  »ve  have  to  work  is  the  modern 


My  complaint  against  t  .:  i  -valist  is  that  there 

>  stages  to  I.  ution.     It  is  a  spiritual  revo- 

m  hoped  may  be  accompanied  by  a 

convulsion  in  tin-  mat  Id.    I  too  desire  a  spiritual 

revolution  .  hut  I  do  not  believe  that  hearts  are  changed 

all  of  a  sudden  any  more  t!  tut  ions.     Let  us 

uinge  of  heart,  by  all  means  ;  but  at  the 

t  in  ie  let  us  begin  to  alter  our  institutions.     Above 

all.  lot  us  set  out  to  develop  dans  U  scin  du  systtmt 

,  as  a  French  has  said,   institutions 

capable  of  supplanting  Capitalism. 

I  do  n<  lo  not  believe  that  any  man 

can  know,  the  part  mach  11  play  in  the  coining 
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society.  We  have  so  regularly  used  the  machine  to 
in, in  that  we  have  no  idea  how  it  could  be 
used  to  free  him.  A  civilisation  in  \vhi<  h  machine 
do  the  skilled  work  and  men  the  dirty  work  cannot 
understand  the  potentialities  of  the  opposite  system. 
There  will,  we  may  hope,  be  always  a  growing  numlx  r 
of  machines  to  do  the  dirty  work  of  the  community. 
But,  if  machinery  is  to  be  put  in  its  proper  place,  if 
it  is  to  do  only  work  that  is  both  necessary  and  dirty 
<T  mechanical,  the  first  need  is  that  the  craftsman 
should  recover  the  control  of  his  craft,  that  th 
Union  should  once  more  concern  itself  with  standards 
of  production,  and  that  the  unskilled  man  and  his 
machine  should  cease  to  ape  the  mechanic  to  the  detri- 
ment of  the  quality  of  the  product. 

This  question  of  machinery,  however,  is  not  the 
only  question  involved  in  the  more  general  problem  of 
Industrialism.  We  must  ask  ourselves  also  how  far 
large-scale  production  will  survive.  The  two  questions 
are,  no  doubt,  closely  connected,  since  it  was  the 
coming  of  the  machine  that  made  large-scale  production 
inevitable  ;  but  they  are  not,  for  all  that,  the  same. 
Large-scale  industry  might  survive  with  much  less 
machinery ;  or  it  might,  as  electric  power,  easily  divisible 
and  cheaply  transmitted,  continues  to  develop,  dis- 
appear even  as  machinery  increased. 

Here  again  I  want  to  lay  stress  on  the  difference 
between  production  and  trading.  The  Guilds,  we  have 
seen,  will  preserve  the  large  unit  for  trading  purposes  ; 
but,  whatever  happens  to  machinery,  it  is  to  be  hoped 
that  they  will  keep  the  small  unit  of  actual  production. 
Recent  investigations  of  industrial  phenomena,  particu- 
larly Professor  Chapman's  studies  of  the  Lancashire 
cotton  industry,  go  to  show  that  the  size  of  the  '  model ' 
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mess  does  not  necessarily  increase  with  the  con- 

•n  of  cap     :       t  >  need 

the  capr  <rease  his  scale  of  production 

because  he  increases  his  scale  of  trade.     Experience 

goes  to  it  tlu-  tendency  in  the  past  has  even 

been  to  Irt  tin-  scale  of  production  outrun  ti  >  of 

economic  efficiency,  and  that  the  capita!  n  from 

lu>>  own  point  of  view,  has  1<  :  tones  get  too  big. 

Bir  >nal  system  does  not  imply  large-scale 

production,  it  will  clearly  i  i  the  Guilds  to  de- 

r  own  scale.    G  mands  of  efficiency 

!1   have  but    they   will   di  ' 

efficiency  by  quality  as  well  as  q  The  scale  on 

boose  to  produce  will  doubtless  vary  very 

grea1  y  to  industry  ;  but  there  is  reason 

to  suppose  that  ill  be  a  decrease  rather  than 

ase  on  the  scales  now  in  vogue. 
All  this  is  not  so  far  away  as  it  may  sound  from  the 
general  question  of  freedom  in  the  Guild  ;   for  freedom  J 
will  be  secured  only  if  the  control  of  the  ind: 
ovei  ;i  work  can  be  made  a  reality.     Make  aj 

oter  among  voters  in  a  democratic  community  ; 
I  at  least  a  half-truth  that  the  measure  of  control 
he  will  have  will  vary  :  .to  the  total  number 

of  votes.     So,   in   the  workshop,   the  control  of  the 
ind:  ill  be  real  in  most  cases  only  if  the  work- 

shop is  small,  unless,  as  in  a  coal  mine,  only  the  simplest 
and  most  uniform  questions  have,  as  a  rule,  to  be 
decided.  Wherever  at  .ill  a  complex  -o\  eminent  is 
needed,  the  National  Guild  will  need  to  be  broken  up 
t  possible  units,  or  else  tlu  individual 
will  possess  self-government  without  freedom.  For 
self-government  is  only  a  means  to  freedom  ;  and 
freedom  is  -  rnade  effective. 
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Before,  however,  we  can  arrange  what  scale  of  pro- 
duction the  (iuilds  are  to  adopt,  we  have  to  get  the 
(.uilds.  '  Smashing  Industrialism  '  has  a  fine  sound  ; 
but  from  this  point  of  view  it  does  not  help  us.  Only 
through  the  strengthening  of  Trade  Unionism  can  we 
hope  for  a  new  industrial  revolution  which  man  shall 
govern  as  he  was  governed  by  the  last ;  only  through 
such  a  revolution  can  the  craftsman  hope  to  get  a 
chance  to  be  a  true  craftsman  once  more.  If,  tin -n, 
the  eyes  of  Guildsmen  seem  too  often  turned  on  the 
'  wage-system  and  the  way  out,'  or  on  safeguards  and 
checks  upon  the  power  of  producer  or  consumer,  and 
too  little  on  the  craftsman's  eternal  problem  of  recon- 
ciling art  and  industry,  none  the  less  the  craftsman 
must  be  lenient  to  us.  He  is  now  a  voice  crying  in 
the  wilderness  ;  we 'claim  that  if  we  had  our  way  he 
would  at  least  be  able  to  cry  in  a  more  promising  place. 
When  Trade  Unionism,  alive  and  class-conscious,  has 
given  birth  to  the  Guilds,  we  may  hope  that  men, 
being  at  last  their  own  masters,  will  have  tin-  strength 
and  the  leisure  to  understand  William  Morris.  The 
Guild  System  will  bring  Morris  into  his  own  :  under 
Collectivism,  he  would  be  remembered  only  as  a  quite 
unpractical  Socialist  who  was  so  little  '  in  the  swim  ' 
that  he  refused  to  join  the  Fabian  Society. 


CHAPTER  VI  11 

• 

l)S  AND  THE  CONSUMER 


1  a  school  of  ^«H  i.ili-'  r  talking 

ly  about   the   'con^im  ^  'con 

ists  '  urge  that  tht  (,uild  system  fails  to  pro- 

tect the  con  t.   while  Collectivism  orders 

production  in  the  interests  of  the  whole,  there  would 

?hing  to  prevent  the  Guild  from  raising  prices  at 

will  and  so  <  -ig  Society  in  the  interests  of  its 

nbers.    Against  Syndicalism,  at  any  rate  in 

some  of  its  forms,  this  <  .  may  be  valid  :    but 

H  no  application  whatsoever  to  the  Guild-So 
idea. 

In  previous  chapters,  we  have  analysed  the  v 
and  tried  to  make  <  !  economic    function.     We 

have  seen  that  Collect  IVIMM  would  be,  not  produ 
in   tlu-   intnvxt.   ,.f   the   uhoK-   community,   but   pro- 
mised by  and  consumer.     We  have 

concluded,  tlu  n.  th.it   thr  only  way  in  which  ind 
can  be  organised  in  rests  of  tin    whole  com- 

munity is  by  a  system  in  which  the  right  of  the  pro- 
rol  production  and  that  of  tin-  consumer 
to  cor  n  are  recognised  and  established. 

we  believe,  would  be  accomplished  by  the  balance 
of  powers  and  functions  \vhu  ;  j  idea 

\ational  <,u;' 
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This,  however,  does  not  satisfy  the  critics,  and  I 
must  therefore  reason  with  them  in  more  detail  with 
a  view  to  answering  a  few  of  tlu-ir  more  frequent 
criticisms. 

To  every  exchange  there  are  two  parties,  and  in 
every  indirect  exchange  under  a  monetary  system,  tin- 
two  stand  in  the  relation  of  producer  and  consumer, 
or  buyer  and  seller.  'Our  problem  is  that  of  securing 
a  fair  exchange  between  these  two,  under  whatever 
system  our  Society  may  be  organised.  Under  Capital- 
ism, we  hear  complaints  from  the  capitalist  producer  of 
the  tyranny  of  the  middleman  and  the  consumer,  of  the 
severity  of  foreign  competition,  and  generally,  of  the 
impossibility  of  securing  a  fair  price  for  what  he  has 
made  ;  while  from  the  consumer  we  hear  that  riii^s 
and  combines  are  forcing  up  prices,  that  profiteering 
is  going  on,  and  that  the  producer  and  the  middleman, 
who  stands  in  a  double  relation  and  is  the  scapegoat 
of  both  parties,  are  guilty  of  exploitation. 

The  same  question  arises  when  we  begin  to  discuss 
our  dreams  of  a  future  Society.  The  working 
producer  fears  that  under  Collectivism  the  wage-system 
will  continue,  and  he  will  be  exploited  by  the  consumer 
and  perhaps  the  rentier,  instead  of  by  the  capitalist 
profiteer :  the  consumer  fear  that  if  the  producer  is 
given  any  real  control  over  industry,  he  will  use  it 
to  exploit  the  consumer  as  rings  and  combines  use 
their  control  to-day.  To  these  fears,  from  whichever 
side  they  come,  National  Guildsmen  must  have  a  ready 
answer. 

We  may  here  assume  that,  if  control  u\<  r  j 'induction 
is  to  be  restored  to  the  workers,  the  (iuild  will  have, 
by  one  means  or  another,  to  dispose  by  sale  of  its 
products.  Short  of  pure  Communism,  we  shall  have 
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,-•     .Hid     M-llin:-         and,    whrthcl     the     dlliUU    ftTC 

-•rs   or  -\    will    111    .my   case    have    to 

be  wholesalers,  dealing  with  other  < 
operative  Societies  or  Municipalities,  and  with   the 

is,  say  our  '  consumptive  i,  is  highly  dan 

geron  vd  that  th<  ...ill  possess  a 

monopoly  of  Labour,  each  in  us  own  industry  ;   and 
we  all  know  that  the  effect  of  monopoly  is  to  raise 
prices  or  k- «  p  them  up  artificially  in  niiu-  cases  out 
Wh.it,  t.  to  prevent  a  blackleg-proof, 

mom  ing  prices  at  the  expense 

in-  public  ? 

0  be  found  in  the  method  of  taxation 

to  be  adopted  under  National  Guilds.    Because  one 

is  more  product i  another,  because  the 

exchange-value  of  its  product  per  head  is  higher  than 

s  neighbour,  it  will  not  be  allowed  to  absorb 

iiiy  more  .ie  urban  landowner  ought 

to  absorb    the  surplus  value   of    urban   land.     But, 

our  .uquire,   is  not   this   precisely   what   will 

happ«  i    tin-  umld  >y>tc-in.   wlu-ther  we  h 

or  not  ? 

is  in  the  negative.    They  have  forgotten 

the  '  substitute  for  economic  rent  '  which  the  State  is 

to  receive  from  the  (iml<:  irn  for  the  use  of  the 

industrial  plant.    Each  Guild  will  pay  to  the  State  an 

il  quasi-rent  corresponding  in  some  measure  to  the 

of  to-day.     Each  year,  the  State  will  estimate 

its  total  it  does  now.     But,  instead  of 

.ins  of  a  number  of  cumbrous 
and  costly  taxes  which  are  for  the  most  part  u- 
in  tlu  ir  im  idence  and  often  easily  evaded  or  passed 
on  to  others,  it  will  demand  a  lump  sum  from,  the  Guild 
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Congress,  upon  which,  and  upon  the  various  duilds, 
the  business  of  collection  \\  ill  fall. 

The  total  sum  required  being  known,  there  will  re- 
main the  task  of  dividing  it  equitably  among  the  tax 
payers.  To  each  Guild  must  be  assigned  its  quota,  and 
the  heaviest  burdens  must  be  laid  upon  the  broadest 
backs.  This  assigning  of  proportionate  burdens  may 
be  carried  out  either  by  the  Guild  Congress  or,  more 
probably,  by  a  body  representing  equally  the  Guild 
Congress  and  the  State.  Each  Guild,  then,  will  be  ex- 
pected to  contribute  its  share  to  the  national  exchequer. 

Clearly,  in  apportioning  burdens,  the  competent 
authority  will  take  into  account  the  productivity  of 
each  industry.  Just  as,  in  the  Census  of  Production 
nowadays,  the  net  product  per  worker  employed  U 
calculated  for  each  industry,  productivity  will  be 
capable  of  estimation  under  the  Guild  system.  But 
as  productivities  can  only  be  compared  in  terms  of  a 
common  standard  of  value,  the  product,  being  expressed 
in  pounds,  shillings  and  pence,  obviously  depends  upon 
the  price.  If  more  is  charged  for  the  finished  com- 
modity, then,  ceteris  paribus,  the  net  product,  in  terms 
of  exchange  value,  will  appear  as  higher. 

It  is  clear,  therefore,  that,  since  '  economic  quasi- 
rent  '  will  be  calculated  on  a  basis  of  productivity, 
and  since  the  product  depends  upon  the  price,  price 
and  '  economic  quasi-rent '  must  stand  in  a  fixed 
relation. 

Even  then,  if  each  individual  Guild  were  left  to  fix 
prices  at  its  good  pleasure,  the  consumer  would  run 
no  risk  of  exploitation  by  a  '  profiteering '  Guild. 
Any  Guild  which  increased  prices  would  thereby 
increase  the  measure  of  its  own  productivity,  and, 
consequently,  would  have  to  pay  a  higher  rent  to  the 
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State.    The  State  wouM  thus  receive  in  revenue  what 
the  consumer  paid  aa  enhanced  pi 

But.  thougl  t  be  evident  that,  under  such  a 

system,  no  Guild  would  seek  to  force  up  prio 

not  to  say  that  prices  would  be  best  fixed  in  all  cases 

Ms      If  th«  y  were  so  fixed,  there 

ily  be  an  approximation  of  prices  to  what 

we  may  call  '  natural  values.'     The  price   of   each 

commodity  would  tend,  far  more  than  nowadays,  to 

be  d<  1  1>\   the  cost  of  raw  material  plus  the 

income  of  the  Guildsman  reckoned  on  a  basis  approxi- 

:ig  more  or  less  nearly  to  a  common  time-standard 

lue.     So  far  from  boing  exploited,  the  community 

would  most  often  find  itself  paying,  for  every  a 

or  st-i  cry  roughly  what   it  was.  economically 

speaking,  really  worth.     Under  a  system  in  which  re- 

>n  tended  to  equality  this  would  inyolve  no 

Iship      If.  therefore,  the  control  of  prices  is 

:t  solely  to  each  individual  Guild,  t: 
not  because  such  a  method  involves  any  risk  of  exploi- 
tation to  the  consumer.     The  State  and  the  (iuild 
Congress   could    always    counter    any    tendency    to 
advance  prices  unduly  by  an  adjustment  of  the  Guild 

:s  by  no  means  dear  is  that  the  '  natural 
economic  '  price  of  which  I  have  spoken  is  in  all  cases 
the  best  price.  Indeed,  we  continually  recognise,  alike 
in  theory  and  in  pra  undesirable  that 

prices  should  in  all  cases  be  thus  mechanically  st 

•       .    •:     • 

many  services  should  be  rendered  free,  and  Mr. 

made   the  '  communisation  '  or  free 

union  of  bread  a  plank  in  his  platform.     And  if 

xpedient  to  give  some  sen-ices  and  commodities 
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free,  may  it  not  also  be  good  to  cheapen  others  ?  We 
may  well  have,  under  Guild-Socialism,  free  transit 
bread,  free  milk,  etc.,  as  well  as  free  education  and 
perhaps  a  free  Public  Health  Service.  We  may  also 
have  cheap  theatres,  libraries,  and  so  on.  We  need 
not  commit  ourselves  to  the  particular  instances  :  it 
is  enough  to  say  that  Society  will  probably  give  fnv 
all  things  which  most  men  need  in  fairly  equal  measure, 
and  cheap  those  things  which  it  wishes,  for  one  reason 
or  another,  to  see  more  widely  used. 

Is  it  not  evident,  therefore,  that  '  rent '  or  prices 
will  be  fixed  by  the  same  authority  ?  A  joint  Congress, 
equally  representative  of  the  State,  or  the  consumers, 
and  the  Guild  Congress,  or  the  producers,  is  the  body 
suggested  for  this  office.  The  matter  is  clearly  one 
which  affects  producers  and  consumers  alike  ;  equally 
clearly,  in  assuming  a  share  of  control  in  this  sphere, 
the  State  will  not  be  interfering  with  the  autonomy  of 
the  industrial  republic.  The  producer  will  remain  in 
command  of  the  productive  process  :  the  consumer 
will  share  with  him  the  control  of  the  price  charged 
for  the  product.  It  is  in  this  sphere,  and  not  in  a 
divided  control  in  the  workshop  itself,  that  the  interests 
of  producers  and  consumers  can  be  reconciled.  The 
control  of  industry  does  not  involve  unchecked  con- 
trol of  prices ;  even  apart  from  any  question  of 
exploitation,  which,  as  we  have  seen,  does  not  arise  in 
any  case  under  the  Guild  system,  the  determination 
of  prices  is  a  '  social  function.'  It  is  no  less  foolish  to 
allow  prices  to  be  fixed  by  a  competitive  standard  than 
to  allow  remuneration  to  be  so  fixed.  Both  alike  should 
be  decided  by  the  organised  will  of  the  community, 
irrespective  of  the  economic  standards  of  '  competi- 
tion '  or  '  supply  and  demand.' 
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nsider  a  lit'le  more  care- 
fully .in.:  ore  honesty  of  purpose  than 
past,  th.  v  will  cease  from  trying  to  scotch  the 
.  idea  with  th<-  weapons  of  the  economist.    For 
National  Guilds  is,  in  one  of  its  aspects,  an  ass 
of  the  right  of  the  community  to  defy  old-fashioned 
economic  conventions. 

There  are  two  points  arising  out  of  this  argument 
on  \v :  s  necessary  to  dwell  fur;  n  the  first 

place,  let  me  say  that  I  do  not  for  a  moment  suppose 
that  pre<  the  system  I  have  outlined  above  will 

ever  come  into  force.    Nor,   for  that   matter,  do  I 
imagine  that  we  shall  ever  have  National  Guilds  ex 
as  we  forecast  them.    I  am  not  so  foolish  as  to  be 
ignor.  history  does  not  work  in  that  way.     We 

formulate  and  define  our  ideas  not  in  the  hope  of 

letely  in  the  domain  of  pra 

but  because  only  ideas  that  are  dearly  formulated  and 

defined  really  help  in  the  building  of  a  better  world. 

I  go  into  more  d<  n  otherwise  I  should,  because 

«-nl\   by  going  into  detail  can  I  answer  the  points  of 

detail  which  critics  bring  up  against  me.     Even  if  UK- 

:n  of  taxation  I  have  outlined  never  comes  into 

my  argument  none  the  less  holds ;    for  I 

have  explained  a  method  (not  necessarily  the  only 

method)  which  secures  the  coi  ibsolutely  against 

exploitation  by  a  '  profiteering  '  Guild.     I  have, 

provt  re  is  nothing  to  criticism 

(iuild  system  would  lead  to  profiteering.     In 

1  think  I  have  shown  more  than  that  :  the  system 

of  National  Guilds  provides  the  best  possible  safeguard 

against  exploitation,  either  of  consumer  by  producer, 

or  of  producer  by  consumer. 

The  second  point  is  also  imix>rtant.     There  are  some 

^.O.  g 
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persons  who,  some  paije^  back,  will  have  held  uj>  their 

:uls  in  holy  horror  and  <  ried  "  \\'hat  !    buying  and 

selling  under  National  Guil  To  them  I  reply, 

'  Yes,  my  friends  ;   buying  and  selling  under  National 
(.uilds.     Why  not  ?  " 

To  some  people,  the  mere  buying  and  selling  of  t  ! 
at  once  suggests  Capitalism,  or,  as  they  would  say, 
"  production  for  profit  and  not  for  use."  In  fact,  the 
two  have  no  necessary  connection.  Buying  and  selling 
existed  long  before  Capitalism,  and  before  them  existed 
barter,  which  differs  only  in  complexity  and  convenience. 
Buying  and  selling  will  go  on  long  after  Capitalism 
has  passed  away  ;  but  they  will  be  buying  and  selling 
not  for  profit  but  for  use. 

The  amount  of  goods  and  services  in  the  community 
is,  and  will  continue  under  National  Guilds  to  be. 
limited.  Nor  is  this  limitation  only  of  the  total  supply 
of  such  goods  and  services  :  it  is  also  of  the  particular 
supplies  of  particular  goods  and  services.  Of  some 
goods  and  services  we  can  produce  as  much  as  we 
want,  but  we  can  do  this  only  if  we  produce  less  of 
others.  Of  other  goods  and  services  the  supply 
limited  by  nature.  Salmon  is  scarcer  than  cod,  and 
gold  than  coal.  Even,  therefore,  if  there  were  enough 
commodities  and  services  in  the  aggregate  to  give 
every  member  of  the  community  as  much  as  he  wanted, 
there  would  not  be  enough  of  each  particular  com- 
modity or  service.  For  most  men  prefer  salmon  to  cod. 

This  is  why,  under  a  democratic  system,  bu 
and  selling  are  still  necessary  and  desirable.  It  is  good 
that  every  man  should  have  the  fullest  possible 
control  of  the  expenditure  of  his  own  income,  after 
necessary  communal  services  have  been  provided  for. 
This  he  can  only  have  if  he  can  choose  to  what  use 
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il   put    t  wh.it    he  will   buv 

his  comnuxi  -es  at 

: ii  the  best  possible  position  to  expend 

ne  according  to  ility. 

One  nun  will  choose  to  sjx-nd  his  surplus  «m  theatres, 

*>ks:  some  no  doubt,  u  v  system, 

"ii  things  less  desirabl.    in  .es.     Bn 

freedom  at  all,  they  must  have  freedom 

to  spend,  and  this  m\<>l\<  s  buying  and  selling.     Indeed, 

the  only  practical  alt  would  be  a  compulsory 

and  for  this  surely  no  social  idealist 

now  to  a  quite  (1 

opponents  of  Nation.i  ike  great  play.    This 

•••in  nil'!  |  con- 

1  by  the  producers  will  u  ml  to  ind«:  *gna~ 

This  argument  used  to  be  an  especial  favourite 

ite  Collects  Leo  Chiozza 

hall  be  able  to  answer  it  most  easily 

His  longest 
and  most  detailed  statement  of  i  v  appeared  in 

\'cw  Statesman  01  i.jth,  10,14.     II 

whidi  was  tntitlod  "  Deliniit  :id  Transmutation 

•  t     In.lu  '  k«-d    the    diiil<i  i    on    the 

ground  that  it  would  not  leave  the  labour  pov. 

ly  mobilr.  and  that  it  would 
tend  to  stereotype  the  forms  and  methods  of 

u  an  age  which  demands  rapid  and  continual 
change.    This  ar  the   New  Statesman  would 

seem  to  be  an  an  ion  of  sonu  n  marks  he  made 

on    my    book.    The    11  "fid  of  Labour,    i,i    the    /; 

••binary  igtl.  \>  he  there 

his   position    more   l»i  :•:!••,.    1    will  br-m  by  quoting  a 

icle. 
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ms  to  me  that   the   Syndicalist    conception 
lakes  too  little  account  of  the  swift  development  and 
change  of  trades  and  industries  which  is  likely  to  be 
one  of   tlu    distinguishing  features  of  this   our   new 
century.     It   hardly  seems  to   provide   for   the   < 
accelerating  transmutation  of  occupations,  and  it 
sents  the  very  real  danger  of  stereotyping  industrial 
development  and  of  setting  up  as  States  within  the 
State  gigantic  vested  interests  in  a  form  very  difficult 
to  remould." 

There  are  clearly  in  this  indictment  several  distinct 
points,  which  I  will  discuss  in  turn.  If  in  my  answer  I 
seem  at  some  points  to  go  beyond  the  terms  of  Sir  Leo 
Money's  criticism,  it  will  be  in  the  endeavour  to  answer 
in  advance  certain  supplementary  points  which  readily 
arise  out  of  it. 

It  is  easiest  to  begin  with  a  comparatively  small 
point,  which  may,  or  may  not,  have  been  in  the  critic's 
mind  when  he  wrote.  What,  I  am  often  asked,  will 
be  the  effect  of  the  Guild  system  on  initiative  and 
invention  within  any  given  trade?  How,  that  is  to 
say,  will  it  influence  change  in  the  workshop  itself  ? 
Will  it  make  the  workers  better  or  worse  at  inventing 
new  processes,  and  more  or  less  ready  to  accept  such 
as  may  have  been  invented  ?  Trade  Unions,  we  are 
told,  have  opposed  at  every  stage  the  introduction  of 
new  machinery,  no  matter  how  '  good  for  trade  'its 
advent  might  be.  Will  not  the  Trade  Unions  or  Guilds 
of  the  future  show  a  like  disregard  for  economic 
advance  ? 

This  whole  argument,  I  believe,  rests  on  a  miscon- 
ception. Trade  Unions  have  resisted  new  machinery 
—the  linotype,  for  instance — not  because  it  is  new,  or 
because  of  any  rooted  objection  to  newness  as  such, 
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v  because  a  new  process  nearly  always  tends, 
for  the  moment    t<>  throw  men  out  <>:  vment  or 

to  re<  t»<,th      1«>  m«-n  un- 

economic resource,  the  n  is  everything  ;    they 

cannot  afford  to  take  long  views.    Where  the  we 
oppose  new  machinery,  they  do  so  simply  and  solely 
because  they  are  faced  with  the  prospect  of  starv 

new  labour-saving  device  is  adopted.    Anyone 
who  has  studied  the  history  of  the  In 

n  Great  Britain,  and  the  effects  on  the  hand-loom 
weavers  of  tin-  introduction  of  textile  machinery 
have  realised  that  tiu   workers  became  Luddites  not 

it  from  hard  necessity. 

Most  dislocations  of  employment   caused  by  new 
mes   being    temporary   and    the    reduction    of 
.ird  rates  being  an  effect  of  the  wage-system  v 
would  vanish  with  it .  tin-re  would  be  no  such  oppo 
on  the  part  of  the  Guild.     For  the  Guildsman.  the  new 

me  would  be,  not  an  inanimate  compctit< 
the  rights  of  wage-si  ut  an  aid  to  the  Ik 

ing  of  the  daily  task.     M  v  would  no  longer  be 

dreaded  as  the  enemy  of  be  welcomed 

>unt  and  his  he  1  .idi  <  iuild  wmild 

ive  departments,  as  increasingly  great  factories 

mg  to  have  tlu-m     and  these  depart  i 
would  aim  at  making  production  as  efficient  and  the 
lot  of  the  worker  as  easy  as  might  be. 

However,  this  question  of  change  within  a  trade  was, 
at  any  rate,  not  upj*  mind      The 

mutation  '  of  which  he  was  thinking  U  tlu 
t  ion  of  the  industries  themselves,  the  growth  of  one 
and  the  decline  of  another,  th-  ion  of  one  and  the 

mg  of  a  new  one  in  its  place.     It  i-  in  this  connec- 
tion that  he  complai  the  Guild  syst-.-m  would 


2.;(.  NATIONAL  Gill 

<-otype  '  production.  He  assumes  throughout  an 
absolute  rigidity  in  the  Guild  -nmpin^s  :  he  speaks  <>f 
"  a  State  consisting  of  a  number  of  large  and  mall 
delimited  groups  or  guilds  of  labour,  each  concerned 
with  a  separate  department  of  work."  Tins  may  be 
Sir  Leo  Money's  conception  of  National  Guilds  ;  it  is 
certainly  not  my  conception,  though  he  seems  to  assmnr 
that  all  who  advocate  the  control  of  industry  by  the 
producers  must  accept  it.  He  offers  no  reason  for  this 
attitude  ;  he  merely  assumes  that  the  Guild  will  be  a 
close  corporation  of  workers,  apparently  absolutely 
incapable  of  being  shifted  to  another  occupation.  This 
is  surely  to  isolate  Guild  from  Guild  in  a  wholly  un- 
warrantable manner.  If  the  Guild  system  grows  out 
of  the  present  structure  of  Trade  Unionism,  it  will  come, 
not  by  a  sharp  separation  of  Union  from  Union,  but 
by  their  close  co-operation  and  coherence.  There  will 
be  easy  transference  from  Guild  to  Guild,  and  even 
considerable  fluidity  in  the  structure  of  the  Guilds 
themselves,  as  there  was  in  Florence  in  the  Middle  Ages. 
While,  then,  each  Guild  will  be  charged  with  the  main- 
tenance of  such  reserve  of  labour  as  it  may  require, 
there  will  certainly  be  in  all  cases  a  considerable  pa 
of  men  from  trade  to  trade,  as  the  demand  of  the 
moment  dictates.  I  fail  to  see  what  difficulty  there 
is  in  combining  this  system  of  easy  transfer  with  eff» 
control  of  industry  by  the  producers.  Sir  Leo  Money 
seems  to  confuse  the  Guild  system  with  the  ideal  of 
the  Universal  self-governing  workshop  of  Co-ope  r 
Production,  which  is,  indeed,  open  to  the  objection  he 
suggests. 

Let  us  take  his  chosen  example,  which  gives  his  case 
at  its  strongest  :— 

"  If  we  erect  and  exaggerate  and  magnify  the  Trade 
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Union  mt  uhood,  u, 

become  of  the  Trade  l'ni..n  v.  nee  sweeps  away 

rk?      If,  forexarnj 

;ind  exalt  and  magnify  Coal  into  a  srlf-governing 
a  very  State  within  th  11  become 

e  makes  it  obsolete,  as  it  may 
easily  do  within  lifty  years  from  thi>.  time  ?  " 

way  the  problem  is  more 
isinan  than  for  anybody  els<       h 
my  rate,  mu<  than  it 

pure  Syndicah         1 1  Coal  goes,  it  goes  ;  and  the  M 
to  be  transferred  to  other  occupations.     E- 

:    like   Sir    Leo    Money    would    tind    this 
no  ea  but  I  do  not  see  that  it  i>  any  harder 

foi   the  (.uildsman  than  for  him.     The  probl 
any  case,  not  quite  so  bad  as  he  makes  .      If 

Coal  ceases  to  be  used,  the  change  will  not  bapp< 
of  a  sudden,  without  warning  or  breathing  space.     Its 
ti'-n  w  ill  be  foreseen  some  time  a '  .  advance, 

and  t  -.ml  will  decline  gradually,  and  not  cease 

all  of  a  sudden.     In  face  of  a  falling  dema: 
does  Sir  Leo  Money  suppose  the  Miners'  Guild  will  do  ? 
Does  he  think  thaf  it  will  go  on  producing  as  much 
coal  as  <  ivilate  at  the  pit-head  stores 

whi«-h  no  one  ly  to  use  ?     Or  does  he  think 

the  Miners  will  all  work  >hoit  time.  a>  is  some 

trades  n<  what  work  t 

income  rt'Milts  from  it  ?     Or  does  he  believe  that  those 
illy  at  work  will  go  on  paying 

mite  period?     These 

are  the  three  foolish  courses  that  are  open  to  thorn. 
But   under  any  (.ml  all  these 

courses  would  be  that  there  would  be  less  to  divide 
among  an  equal  numbv:  M       I  his  Ix-ing  so, 
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Guild  might  be  trusted  to  see  to  the  clearance  of 
!  its  surplus  members,  as  soon  as  a  new  occupation  could 
be  found  for  them.  Those  of  least  standing  in  tin- 
Guild  would  probably,  in  such  a  case,  have  to  ret  in-. 
and  these  men  could  be  supported  by  the  Guild,  or  by 
the  whole  body  of  the  Guilds  in  case  of  need,  till  a 
new  occupation  was  found  for  them.  It  would  only 
be  possible  for  the  Guild  to  maintain  an  industry  which 
had  ceased  to  be  economically  necessary  if  the  Guild 
controlled  demand',  and  Sir  Leo  Money  advances  no 
shadow  of  reason  for  supposing  that  any  producers' 
organisation  can  control  demand,  or  force  its  wares 
upon  the  reluctant  consumer.  In  short,  transference 
from  one  industry  to  another  would  happen  under 
National  Guilds  much  as  it  would  happen  under  Sir 
Leo  Money's  own  State-Socialism,  and  with  far  greater 
ease  and  convenience  to  the  worker  than  in  the  So<  i<  ty 
of  to-day. 

"This,"  says  Sir  Leo,  "is  a  large-scale  example, 
but  many  more  only  too  probable  cases,  of  many 
degrees  of  magnitude,  could  be  produced."  I  wonder 
what  his  other  cases  would  be  :  I  can  think  of  few  that 
are  in  any  sense  parallel.  There  is  a  sense  in  which 
new  industries  are  always  coming  into  existence— - 
motor  cars  are  one  instance,  and  aeroplanes  another  ; 
but  neither  of  these,  nor  most  new  '  industries,'  would 
demand  the  creation  of  a  new  Guild.  The  making  of 
motor-cars  would  be  the  work  of  one  section  of  the 
Engineering  Guild,  and  the  invention  of  aeroplanes 
would  merely  make  a  new  section  necessary.  It  would 
involve  no  dislocation,  no  starting  of  a  new  and  separate 
enterprise.  The  invention  and  manufacture  of  the  new 
product  would  in  most  cases  only  call  for  the  creation 
of  a  new  section  within  one  of  the  existing  Guilds. 
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So  far  from  being  static  and  stereotyped,  the  great 

or^uiii-vitit "UN   wouM    !><•    the   int'st    tl«  K\\>\>    i:.  ':  i:n»-nt«» 

the  analogy  of  the  mediaeval 

(iiiiKl  ii.  >r  that  of  the  modern  Trade  Union  holds  in  this 
respect.  The  mediaeval  Guilds  were  in  many  respects 
const  not  because  they  were  Guilds,  but  because 

they  were  medueval :  the  whole  Society  in  which 
1  was  static,  traditional,  if  you  like,  '  u 
gressivc  ' ;   it  attained  to  a  marvellous  skill 
manship,  and  it  possessed  a  great  tradition  of  '  good 
work  '  win.  h  we  may  hope  that  the  Guild  of  the  future 
will  t -niulate  ;  but  its  conservatism  was  due  not  to  its 
organisation,  but  to  it.    The  modern 

Trade  Union  has  often  been  against  new  methods,  not 
because  it  is  a  Trade  Union,  but  because  it  consists  of 
wage  lition  of  solidarity  will  be  carried 

w  diiilds  ;  but  ca'  canny,  sabotag< 

products  of  the  wage-system,  and 
with  it  they  will  die. 

Sir  Leo  Money  sums  up  his  assault  on  the  <  tin  Ids  in 
•llowing  passage  : — 

be  various  groups  or  guilds  would  inevitably  con- 
sider themselves  possessed  of  monopoly  privileges. 
They  would  seek  to  perpetuate  their  functions,  whether 
they  were  useful  or  not.  They  would  seek  to  induct 

Inn  into  their  kind  of  employment,  wi. 
it  was  obsolete  or  not.    The  very  nature  of 
organisation  would  cause  them  to  view  with  suspicion 
any  proper  attempt  to  alt «  .cry  definite  character 

and  dimensions  to  the  better  advantage  of  the  nation 
as  a  whole." 

It  may  be  doubted  whether  our  critic  understands 
at  all  dearly  '  the  very  nature  of  their  organisation.' 
Tin  great  Guilds  could  not  do  these  things  if  they 
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\\ishrd  to  do  tin-in  ;  and  there  is  no  reason  that  he 
can  show  why  they  should  wish  to  do  them.  If  the 
mediaeval  Guilds  were  conservative  in  a  cons< 
age,  may  we  not  expect  the  new  Guilds  to  be  j 
rfve  in  a  '  scientific  '  age  ?  They  will  be  monnpni 
no  doubt,  whether  de  facto  or  de  jure  ;  but  he  lias  not 
made  clear  his  objection  to  monopoly.  Is  not  State- 
Socialism  itself  a  system  of  monopolies,  and  have  ii"t 
Guild  Socialists  clearly  laid  down  the  methods  by  \vhich 
the  State  will  be  enabled  to  prevent  the  (inilds  from 
abusing  their  monopoly  privileges  ?  Is  there  not  in 
the  vocabulary  of  National  Guilds  such  a  term  as 
'  economic  rent/  in  the  sense  of  rent  paid  to  the  State 
by  the  Guild  for  the  use  of  the  means  of  production  ? 
And  is  it  not  a  good  thing  that,  where  temperament  is 
the  same  and  situations  are  open,  son  should  follow 
father  in  the  same  vocation  ? 

"  But,"  says  Sir  Leo  Money,  having  disposed  1'mally 
of  the  Guild  bogey,  "  perhaps  we  are  getting  a  littl-- 
too  fearful  of  State  control.  ...  If  we  are  afraid  of 
'  officials,'  then  let  us  remember  that  a  Guild  or  a 
Trade  Union  must  have  officials.  If  we  fear  tyrants, 
then  let  us  remember  that  the  only  difference  1 
a  little  tyrant  and  a  big  one  is  that  the  former  is  usually 
the  worse  example  of  tyranny.  The  essential  tiring 
is  that  men  should  be  so  trained  from  their  youth  as 
to  resist  injustice,  to  obey  reasonable  direction,  and 
to  submit  to  common  rules  of  conduct.  That  secure, 
we  need  not  wor*y  about  the  good  government  of  a  State 
Department,  for  a  worthy  people  will  secure  the  govern 
ment  they  deserve ."  (Italics  min 

Tnese  words  were  written  by  Lieut.  Commander  (am 
I  right  ?)  Sir  Leo  Money  before  the  war  :  perhaps  it 
is  no  longer  necessary  to  answer  them.  I  will  only  say 
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^s  the  point  with  a  vengeance.    Nat 

i  good,  in  the 

sense  of  efficient,  governmen  v  stand  for  sell- 

governm*  <-  difference  between  a 

Department,  however  e  the 

govern  i  m  above  and  from  wit: 

below  and  fmin  witliin. 
ninnit.      National  <iuil«Uin«  : 

to  be  democi  1  to  car  mocracy  into 

hi  this  t! 

r  Leo 

:->r  an 

hasis 

t  to  be,  on  the  second  ad-  Our 

an  apostle  of  efficiency  ;    but  all  who  seek 

alone  are  doomed  to  lose  it,  for  the  simple 

reason  tl.  like  other  people.  hapj>en  to  be 

r  to  choose  one  rant  tli 

be  rule  of  a  benevolent  bureaucrat — if 
its  are  e\  '*nt. 

r  from  our  ir 

purpose.     No  one  will  disagree  with   tl;  that. 

modern  industrial  con  must  be 

mobile.     It  is  only  a  little  difficult  to  understand  \\hy 

-ts  so  often  regard  this  assertion  a^  a  rru>hin^ 

D   of   National   (iuihU,    which   are  expressly 

designed  to  meet   this.   am<  r,   objects.     Free 

man  id\ enturous,  mobile  and  progn 

man  n  who  is  consen 

ionary. 

IN  not  the  only  advocate  of  the  con- 
trol o;  v  by  tlie  ("iisunu-i-  with  w1  'ional 
(iuildsmrn  ii.i\c  t<>  i.  .;.-•!!      I!:.-  Co-operator  has  also 
>•  real  claim  to  be  heard  as  a  spokesman  on  the 
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consumer's  behalf.  When  I  speak  in  this  conn-  ti->n 
of  the  Co-operator,  I  am  of  course  speaking  not  of  the 
Co-operative  Societi  Producers,  or  self-governing 

Workshops,  and  still  less  of  Capitalist  Co- partnership, 
sometimes  called  Labour  Co-partnership,  but  of  th< 
great  Co-operative  movement — of  the  Stores  and  1 1n- 
Wholesale   Societies.    These   great   trading  concerns, 
with  their  enormous  turn-over  and  their  dividends  as 
a  substitute   for  profits,   are   the   most   monumei 
examples  of  control  by  the  consumers. 

Clearly,  if  our  general  position  holds,  the  arguments 
we  have  employed  against  State  conduct  of  industry 
apply  also  against  its  conduct  by  Co-operative  Socie 
of  consumers.  The  idea  of  National  Guilds  and  the 
idea  of  Consumer's  Co-operation  are  in  the  last  resort 
incompatible  if  they  are  put  forward  as  complete 
theories  of  social  organisation.  While  Trade  Unionism 
adhered  to  its  old  reformist  attitude,  while  it  stood  for 
no  more  than  the  maintenance  and  improvement  of  its 
members'  position  within  the  wage-system,  there  was 
no  clash  of  ideals  and  no  possibility  of  conflict.  But 
as  soon  as  Trade  Unionism  embraces  a  wider  ideal, 
and  sets  out  to  secure  the  control  of  industry,  the  con- 
flict of  ideals  becomes  apparent. 

In  either  case,  there  is  of  course  scope  for  both  dis- 
putes and  mutual  assistance.   On  the  one  hand,  dispu  tes 
must  arise  concerning  the  conditions  of  Co-operai 
employees,  especially  as  many  of  the  democratic  Co- 
operative Societies  bear  out  what  we  have  said  of  tin 
consumer  by  paying  low  wages,  giving  bad  conditions, 
and  even  discouraging  Trade  Unionism.     On  the  other 
hand,  Co-operation  can  give,  and  has  given  on  such 
occasions  as  the  coal  strike  of  1912  and  the  Dublin 
strike   of   1913,    valuable   help   to   Trade    Unions    in 
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isputes  with  '.thri  <  m  plovers—  h«  lp  wh. 
<>ns  can  repay,  and  do  in  some  cases  repay,  by  • 

:   funds  and  by  acting  as  centres 
-operative  propaganda. 

\\  h.-n  th<  leals  arises,  two  main  points 

discussion  emerge.     The  Co-operative  Stores  are 

in  •  itive  agencies,  buyers  and  sellers, 

any  great  extent  producers.    The  Whole- 

ics,    on    tin  han-l.     hftVC    th.-n     big 

U-p.utments,  though  th<  -TVC  as  dis- 

i  ill  nit  in^  «  •  greater  quantities  of  capita 

.n  <>f  th«u  own.    The  investment  of  Capital 
Wholesale  Societies  mainly  serves  to  stimu: 
Co-operative  Production  —  that  is,  a  form  of  the  con- 

ulustry  by  the  consumers, 

We  mu>t  keep  distinct  the  two  separate  problems- 
it  ion  controlled  by  the  consumers,  and  pro- 
.in.  u.  n  (  •<  in  trolled  by  the  consumers. 
Clearly.  if  the  Guilds  supplant  Capr  will 

it  Co-operative  Production  as  well.  The  attitude, 
i  productive  workers  employed  by  Co-opera  t 
bodir>  will  nut  ilitfer  materially  from  the  attitude  of 
those  employed  by  the  State  or  by  private  employers. 
In  any  case,  the  goal  is  the  same,  and  the  way  to  it 
i>  :  ngthening  of  Trade  Unionism  and  the 

securing  for  it  of  an  ever-increasing  share  in  the  control 
ruggle  for  industrial  freedom  will,  we 
v  hope,  be  less  bitter  in  this  sphere  than  elsewhere  ; 
but  .ittitu«lt  uf  tlu  Co-operative  movern 

lay  in  dealing  with  its  employees  gives  no  great 

ground  for  the  belief  that  it  will  be  altogether  peaceful 

principle  between  National  Guilds 

ners'  Co-op«  Joes  not  appear  in  so 

.i-re  of  Co-operative  Distribution. 
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It  is,  however,  present.  Distribution  is  elt  ally  a 
<  iuihl  function,  and  the  distributive  worker  has  a  claim 
to  industrial  freedom  no  U>,  \.tlid  than  that  of  tin- 
productive  worker.  But  it  is  none  tin  less  evident 
that  of  all  the  Guilds  the  Distributive  (.nild  would 
have  the  closest  and  most  constant  relation  t<>  the 
consumer,  and  it  seems  probable  that  in  it  tin-  con- 
sumer would  continue  to  occupy  a  certain  place  in 
the  direct  management  at  any  .rate  of  the  local  Sti 
If  this  is  so,  may  not  the  Co-operative  movement  «»n 
its  distributive  side,  including  the  Wholesale  Societ' 
actually  form  the  nucleus  of  the  Distributive  duild, 
however  different  their  conception  of  industrial  con- 
trol may  be  to-day  ? 

A  last  point,  and  I  have  done.  There  was  a  time 
when  the  aristocratic  sceptic  would  sit  over  his  wine 
and  say,  "  The  vulgar  herd  must  have  a  religion." 
there  not  a  danger  that  in  our  day  the  plutocratic 
sceptic  will  sit  over  his  money  bags  and  say,  "  The 
people  must  have  a  philosophy  "  ?  For  in  these  cl 
popular  philosophy  is  taking  the  place  of  popular 
religion  as  the  best  friend  of  the  governing  class. 
Political  evolutionism,  the  degradation  of  the  General 
Will  into  the  theory  of  the  common  servitude  of  men 
to  an  omnipotent  and  impersonal  State,  the  facile 
identification  of  the  State  with  the  nation,  of  the  con- 
sumer with  the  community — these  are  the  legacies  of 
nineteenth-century  philosophy,  and  from  them  Collec- 
derives  much  of  its  strength.  Machine-made 
education,  the  inculcation  of  a  passive  patriotism  into 
the  child,  the  brain  softening  apostrophes  of  a  sub- 
sidised Press — all  these  minister  to  our  rulers'  ideal  of 
active  <  it  i/enship  for  themselves  and  passive  •  iti/enship 
for  the  people. 
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of  the  i.  BOtbeca  »rward  new  sugges- 

with  i«  -.ml  t..  the  organ i  :y,  nor 

i  because  it  insists  ..n  t  of  the  producer 

but  above  all  beca  •  a 

philosophy     .1  philosophy  of  a«  •  enship  for 

y  man  .-/  m  in  the  •  «>mmui 

ideal  of  semi/ 

only  m  al  doctrines  of  those  who  hold  it. 

thru   immediate  economic  poll  :ter 

the  war.  tlu •>•  tell  us.  must  come  an  economic  war  no 
less   bif  h    the    imlustri.il    v 

s  will  be  pitted  against  th.it  of  the  Central  Powe 
he  name  of  this  economic  war  men  are  preaching 
the  re-organisation  of  our  industrial  system  upon  the 
s  of  German  efficiency.     It  is  said,  and  truly  said, 
that   inn    pre-war  syste  i   prodigious  waste 

and  disorganisation.     All  this  is  to  be  changed  if  only 
we  will  imitatr  roughness  of  Prussia:    all  will 

•veil  if  only  we  will  become  that  which  we  set  out 
to  cr 
This  book  is  a  protest  agai  tl      It 

,>eal  to  all  who  still  hold  dear  tin-  ideal  of 
personal  freedom,  an  with  nr.  he  growing 

ideas  in  this  country      It  is 

addressed  to  all  who  bt-h<  \v  ti  not 

really  the  outa>:  oppression  of  freedom,  but 

finds  its  fullest  realisation  in  a  community  based  < 
personal  inr  tret   will  and  design  of 

members.     The  efficiency  of  tl.  h  Prussians 

Me  and  i  true  efficiency  n  :ng 

the  native  genius  of  the  people  themselves. 
We  must  ha  in  our  minds  an  ideal  of  social 

and  personal  freedom  whirh  is  both  consistent  with 
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"in    n.itinnal    traditions   and    in    itself   a  guarant- 
nation, il  well-being.     We  must  believe  that   the  first 
need  in  a  community  is  not  that  the  community  should 
be  '  great,'  as  greatness  is  now  conceived,  but  that  the 
citizens  should  be  free  to  order  and  control  their  own 
life  and  work.     No  system  of  government  which  ignores 
or  falls  short  of  this  ideal  can  we  accept  as  good  ;  for 
freedom  is  the  Alpha  and  the  Omega  of  our 
gospel.     Freedom  for  the  producer  as  well  as  the  con- 
sumer, for  the  consumer  as  well    as    the   producer  : 
above  all,  freedom  for  the  creative  impulse  in  all  of 
us,  for  the  impulse  of  free  and  unfettered  service. 
Ours  is  the  host  that  beats  the  word, 

NO  MASTER  HIGH  OR  LOW  — 
A  lightning  flame,  a  shearing  sword, 
A  storm  to  overthrow. 

I  end  this  book  with  a  verse  from  Morris,  because 
to  me  Morris  seems  the  greatest  of  the  democratic 
writers.     He  believes  in  the  people  ;  and  the  abounding 
joy  he  found  in   the  good   things  of  life  he  dc 
passionately  that  all  the  world  should  share. 
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I  mo  the  result  an  adequate  cm 

critics,  innocent  of  even  a  text-book 

ac<;  «•  with  1  rade  Unionism,  are  quite  pre- 

>f  a  few  penny  pamphlets  and  the 

lea  vies  of  the  capitalist  and  the  official  Labour 

>s,  to  pass  final  judgment  on  the  whole  theory  of  Sv 
Realism  as  a  prospect  upon  the  future  society.    Both  these 
I  methods  are  obviously  inadequai  must  be 

I  viewed  both  in  the  :  >torical  developm 

las  a  more  or  less  finished  vision  of  an  ideal  comnun 
I  It  is  equally  absurd  to  treat  doctrines  a 
•history,  and  to  confuse  origin  with  validity.     Yet  I  t 
•every  one  of  the  English  critics  of  Syndicalism,  from  Mr. 
Ramsay  MacDonald  to  Mr.  Graham  Wallas/  has  fallen 
•alp  one  or  other  of  these  errors.     I  except  The  New  Age. 
[which  long  ago,  in  a  brilliant  but  all  too  brief  article,  set 
in  the  dearest  liicht  the  real  meaning  and  value  • 

<  alist  idea.  The  New  Age,  however,  has  not  developed 
;its  view  on  the  historical  .side,  and  in  this  appendix  I  propose 
to  attempt  that  long-neglected  task. 

* 
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Up  to  a  ]>"int .  t  hen-  was  ri^'ht  on  the  side  •>!"  tli< 
wlin  attempted  to  pas^  judgment  mi  Syndicalism  in  tin- 1; 

the  history  of  Labour  in   1-r.n,  .:  i:\     I 

believe  that  any  view  which  bast  olely  on 

nch  Syndicalism,  to  the  omission  <»t  its  American  form, 
is    bound   to   be   one-sided   and   inadequate.     But 
Syndicalism  is  essentially  a  product  of  the  French  genius, 
since  it  began  merely  as  the  name  of  the  policy  adopted 
by  Trade  Unionism  in  France,  an  nnd« -rstandn  nch 

history  is  essential  to  a  true  appreciation  of  it.     This.  1 
ever,  implies  a  very  different  treatment  from  that  which 
the  critics  have  adopted.     Proceeding,  for  the  most  p 
from  a  mere  'text-book'  acquaintance  with  the  sul>, 
their  treatment  of  the  French  movement  fatally  isol. 
the  development  of  the  Trade  Unions  from  the  ,iyn<ral 
history  of  the  country.     They  seem  to  imagine  that  i 
possible  to  understand  and  to  explain  the  economic  m< 
ments  of  the  working-class  wholly  without  reference 
the  course  of  the  national  life  or  to  the  changes  of  Un- 
political environment.     Or  rather,  they  imagine  not  In 
they  know  that  '  Le  Syndicalisme  '  is  the  French  for  Ti 
Unionism,  and,  without  further  thought,  th  tin- 

easy  path  that  leads  to  destruction.  It  is  so  much  simpler 
to  translate  a  few  easily  accessible  facts  from  tin-  French 
than  to  attempt  the  understanding  and  interpretation  of 
a  great  national  movement. 

But,  if  once  we  bring  ourselves  to  see  the  French  Labour 
movement  in  its  true  perspective,  as  an  integral  part  in 
the  evolution  of  the  national  life,  acting  upon  tin  national 
temperament,  but  also  in  turn  acted  upon  by  the  chances 
and  changes  of  the  forces  encircling  it,  the  whole  develop- 
ment of  Syndicalism  appears  in  a  new  light.  Then- 
then  alone — are  we  able  to  sift  the  wheat  irom  tin  (half, 
to  realise  what  is  truly  central  and  vital  in  its  tfheory  and 
practice,  and  to  explain  the  origin  of  those  une-sential 
elements  which  ino>t  en  ties  have  taken  for  fundamental 
doctrines. 

The  name  '  Le  Syndicalisme/  or  '  Le  iisme  Re- 

volutionnaire,'  acquired   it>  present   connotation  between 
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ZQ03  and  1906 

«  h  meant  original 

vndu.ihsm,'  thm,  as  a 
.in. I  identifiable  theory,  it  a  years  old. 

When  %Vt    1 1  nn'inlx-i    l,<»\v  v.icu.-  th»-  ::»•  .mm/  <•!   >»..:l;Mi» 

•I-  tin  :ied,  we  need  ^urprisetl 

young  a  theory  is  not  furnished  with  a  complete  answer 
to  every  question  that  may  be  asked  by  wise  man,  fool,  or 
knavt  Socialism,  and  far  more  deft; 

Syndicalism  is  older  than  its  name.     It  was  rooted  firmly 
Labour  movement,  and  had  developed  n 
tive  doctrines,  long  before  the  Press  and  the  public 
began  to  be  agitated  about  its  'menace.'  •  >  the 

d  life  of  the  Federation  of  Bourses  du 
Travail  and  to  the  work  «  and  in 

Fernand  1  it  we  should  look  in  great  pa 

the   a  »n   of  Syndicalist   origin-  much   is 

realised  even  by  English  critics  ;   but  thev  have  one  and 
led  lam«  to  make  plain  wh.it  were  tin-  forces 

at  work  b«  Bourses  du  Travail,  and  why  the  I 

movement  took  a  direction  so  contrary  to  that  of  our  own 
Unions  or  to  that  of  the  German  Gewerkschat 
history  of  France  in  the  nineteenth  .••ntiury  is,  of 
course,   punctuated  by  a  series  of  political  r« 

deeper  causes  these  may  be  traced 
have,  in  th'-ir  own  causal  acti<  .n.lly  modified  the 

Labour  movement.    With  every  p<> 
in  is;(".  in  1848,  and  again  with  the  Commune 
of  1871,  comes  a  sharp  break  in  the  history  of  Labour 
organ  i  d  causes  alone  would  have  made 

Trade  Unionism  in  France  a  later  and  a  weaker  growth 
than  in  England,  whi«  lust  rial  rev«> 

and  again  in  the  Napoleonic  wars,  obtained  the  lead  over 
st  of  Europe  in  commerce  and  industry  ;   but  since 
to  these  causes  France  added  the  s-  roe  of  political 

revolu  :ial  organisation  could  not  be  expected 

to  develop  either  rapidly  or  securely.    The  Reform  Bill 
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agitation,  Chartism  and  Owenism  km-lv  ruffiYd  tin 
of  Great  Brit  :ance,  at  least  in  tin-  industrial  districts, 

was  profoundly  stirred  by  an  undying  revolutionary 
thusiasm,  and  this  enthusiasm  flowed  naturally  into  the 
channels   of  political    activity,   and   neglected   industrial 
organisation.     Scattered   industry   remained   a   pi 
type  in  France,  and  no  effort  was  made  to  organ  is»-  tin- 
workers  in  such  industries  :   where  the  town  work' 
bined,   they   remained   isolated   in   small   lor 
proscribed  by  law  and  liable  to  instant  suppression.     Tin- 
presence  of  political  revolution  as  an  everyday  possibility, 
therefore,  in  itself  prevented  the  growth  of  strong  Ti 
Unions.     Moreover,  reaction  invariably  followed  revoluti<  >n ; 
and  every  revolution  was  made  the  pretext  for  a  ruth 
destruction  of  working-class  organisations.     Trade  Union- 
ism smouldered  in  darkness,  and  was  snuffed  out  as  soon 
as    the    political    unrest    fanned    it    into    flame.      After 
every  revolution,  the  workers  lost  many  of  their  l«-a<: 
and     the     hopeless    process    of    industrial    organisation 
had   to  begin  anew,  only  to  perish   again    in    tlu-  next 
conflagration. 

It  was  undoubtedly  due  to  the  weakness  of  the  Trade 
Union  impulse  in  such  an  environment  that  the  ban  upon 
all  forms  of  association  within  the  State,  imposed  by  tin- 
triumphant  bourgeoisie  in  1791,  was  not  removed  from 
the  Unions  until  1884.  They  were  indeed  tolerated  by 
Napoleon  III,  as  a  matter  of  policy,  from  about  1864  ; 
and,  after  the  period  of  repression  which,  throughout 
France,  succeeded  the  collapse  of  the  Paris  Commune, 
there  followed  a  second  period  of  toleration.  But  it  was 
only  in  1884  that  the  right  of  combination  was  formally 
granted  to  the  workers,  and  a  good  deal  of  the  restrictive 
legislation  abolished.  Even  so,  the  Act  which  Waldeck- 
Rousseau  succeeded  in  getting  carried  was  in  many  respects 
unsatisfactory  :  it  failed  notably  to  establish  tin  ri^ht  of 
picketing  in  any  effective  form,  and  it  is  certain  that  much 
of  the  ill-directed  violence  that  has  character  nch 

trade  disputes  has  been  due  to  the  impossibility  of  main- 
taining efficient  picketing  by  peaceful  means.     From  this 
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cause    spring  many  forms  of  sabotage,  the  ckasu  aux 
rtnards,  • 

All  the  same,  the  legislation  of  1884  did  mark  a  great 
advance,  and  Waldeck- Rousseau's  theories,  though  they 
WIT  1  by  a  false  idea  of  social  peace  and  readjust- 

ment, were  in  some  respects  far  nee  of  his  time, 

does  sen  e  looked  forward  to  a  pa:  ;>  of 

some  sort  between  the  State  and  the  Unions,  and  to  a 
le  Union  control  of  industry— ideas 
t    rcfom  have    been    considerably 

(1    by   some   of  1  lowers,    notably    by    M. 

it  books,  Le  Fidtralisme 

Economiqut  and  Lcs  Syndicate  de  Fonction*  'irst 

A'aldeck- Rousseau  achieved  for  Trade  I 
j.rm-nt.      \\i-  »«.n 

s  were  not  •  .1      A  clause  was  insert* 

Act  compelling  I  s  to  register  und-  .ite, 

and  to  give  the  names  of  their  responsible  officials.     The 

with  the  memory  of  their  long  oppress 
aurally  regarded  such  a  clause  not  as  a  first  step 
towards  fuller  recognition  by  the  State,  but  as  an  attempt 
.1  repressive  policy.    Waldeck-Rousseau's  very 
did  nui  .11  his  plans  :    he  estranged 

<>ns  by  trying  to  bring  them  too  closely  into  touch  with 
State  h  State  was  fit  to  consort  with  tl 

ire  suggestions  of  social  peace  with  partnership 
•ly  estranged  the  Trade  Unions  and  paved  the  way  for 

tirst  result,  however,  was  to  fling  the  Unions  int.. 
.inns  of  the  political  Socialists.    A  national  Fedenr 
Unions  arose  out  of  a  conference  of  protest  ag. 
<>f  1884,  and  this  1. 11  almost  at  once  into  the  hands 
of  M.  Jules  Guesde  and  the  Marxians.    The  one  idea  of 

sde  and  his  friends  was  the  '  conquest  of  polit 
power '  by  the  creation  of  a  strong  Socialist   Party  in 
Parliament      Trade   >  regarded  as  either  a 

he  work- 

oneehiuj  urn  the 

Un:  cal  bodie  ,  aiming  at  tical 
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•i   by   peaceful    moans,   which,   they    held,   alone 
could  email' i pate  the  workers.      Naturally,  a  Trade  I 

•  .-nduet.'d  on  such  lines  as  a  mere  adjunct 
to  the   Parti  Ouvr  >:$ais,  made  little  prngn- 

political   action   was    the    only    method,    clearly 
Unionism  ought  not  to  exist  :  to  create  an  or 
nominally  for  one  purpose  and  then  use  it  solely  for  another 
is  not  the  right  way  to  build  up  a  strong  and  srlf-reliant 
movement. 

There  was,  however,  another  reason  why  at  that 
of  French  political  and  industrial  development 
possible  to  create  a  strong  '  National  Federation  of  Trade 
Unions.'     In  nearly  every  case,  the  Trade  Union 
purely  local  body,  including  only  the  workers  in  a  part  inilar 
trade  within  a  particular  district.     This  localisation  was 
due  partly  to  the  local  character  of  French  industry,  but 
far  more  to  the  circumstances  in  which  the  Unions  had 
arisen.     Liable  to  instant  suppression,  unable  to  organise 
save  in  secret,  continually  coming  into  and  going  out  of 
existence,  the  Unions  had  been  quite  impotent  to  pass  the 
boundaries  of  their  own  localities,  or  to  link  up  into  any 
national  bodies.     The  local  '  Syndicats  '  remained  helpless 
and  isolated  in  the  midst  of  a  hostile  civilisation. 

In  1887  a  project  long  mooted  by  reformers  of  all  schools 
at  last  bore  fruit  in  the  foundation  of  the  Paris  Bourse  du 
Travail,  or  Chamber  of  Labour,  designed  to  serve  for  I 
the  purposes  a  Chamber  of  Commerce  serves  for  Capital. 
It  was  to  be  a  Labour  Exchange,  a  centre  for  the    ! 
Union  bodies  of  the  district,  and  a  sort  of  workmen's  club. 
At  Paris,  the  Bourse  soon  became  a  centre  of  revolutionary 
ty,  and  there  was  trouble  with  the  municipal  authori- 
ties, who  had  subsidised,  and  been  responsible  for  starting, 
it.      But  the  example  of  Paris  was  soon  imitated,   and 
Bourses  began  to  spring  up  in  many  of  the  large  towns 
To   the  surprise  and   chagrin   of  the   municipalities,   the 
Bourses    instead   of  peaceably  serving    the    inl 
Capital,  invariably  developed  revolutionary  char 
and  in  most  cases  became  the  centres  of  the  first  em •<  n\« 
Trade  Union  movement  France  had  ever  seen.     In  1893 
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Ml  tlu  Travail  was  formed,  and  in 

1894  this  absorbed  the  National  Federation  of  Trade  Unions. 
<r  facts  are  gravely  retailed  to  the  public  by  most 
;*  on  Syndicalism,  but  the  attempt  is  hardly  ever 
made  to  explain  why  the  Bourses  succeeded  where  the 
tial  Federation  had  failed,  or  to  show  how  the  Bourses 
have  left  their  mai  iv  »n  ti 

Labour  moven  ranee .     '  te  whole  ; 

It  w.i  ^<-.s  du  Travail  that  Syndicali> 

:M  live  mast  of  doctrines,  arose  and  developed.  The 
ial  Federation  attempted  tin-  impossible  task  of 
;  up  a  numt*  ited  local  Union-  into  a  general 

organisati<  .my    intcnnrdi.ite   step. 

>t  ...ul. I  n<»t  succeed:  a  national  org. 
be  based  either  on  a  number  of  strong  national  Trade 
a  number  of  strong  local  Trade  Con 
-\n  fourth  course. 

made  local  very  much 

easier  than  national  organisation,  and  the  foundation  of 
a  numlxT  of  Bourses  du  Travail  came  precisely  ; 
opportune  moment.     At  t)u>  >ta^r.  there  entered  a<  • 
int..  th<  L.iU.ur  movement  a  man  who  saw  how  som« 
could  be  made  out  of  the  existing  chaos  rapidly  and  effec- 

iie  occasion  were  seized.     Fernand  Pell- 
the  Anarchist  and  •  became  secretary  and  in- 

spiring genius  of  the  Federation  of  Bourses  du  Travail,  saw 
>e  how  history  could  be  made — and  proceeded  to 
make  it      In  his  hands  th<   number  of  Bourses  grew  from 
•  i*'  in  1902,  and,  of  these,  83  were  in  th< 
Federation      During  this  period  of  growth  and  prosp 
the  doctrines  of  Syndicalism  were  developed,  in  tin-  Con- 
gresses of  the  Federation  and  in  the  local  Bourses,  under 
the  guidance  and  inspiration  oi  therefore 

•  know  something  ;ews. 

Those  critics  who  say  that  Syndicalism  is  merely  a 

u  have  seized  an  essential  element  in 
.tli  and  exaggerated  it  till  it  has  become  folly.    Anar- 

;  but  Trade  Unit-! 
id  it  was  nib  of  Trade  Unionism 
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that,  in   th«   'nineties,  the  Anarchist  seed  grew 
Pelloutier    was    inspired    throughout    by    the    An.m  : 
Communist  idea  of  free  association,  in  which  the  control 
of  industry  by  free  groups  of  workers  played  an  int. 
part.     This  idea,  which  may  be  found  writ  large  all  t  hn >\ig\\ 
Histoire  des  Bourses  du  Travail,  Pelloutier  applied  to 
the  problem  as  he  found  it  in  the  Trade  Unionism  of  his 
day,  and  there  resulted  a  theory  which  was  as  new  as 

onable  theory  can  be.  This  theory  IVlloutier  amid 
put  before  the  workers  with  the  more  confidence  because 
the  Trade  Unionists  were  still  few  in  number,  and,  tl 
included  only  a  select  and  conscious  body  of  workers,  and 
because  the  political  upheavals  had  familiarised  men  with 
Anarchistic  ideas.  The  memory  of  the  Commune  was  still 
fresh,  and  Anarchism  has  always  taken  root  easily  in  a 
Latin  soil. 

It  is,  then,  from  the  ideas  which  germinated  in  the 
Bourses  du  Travail  during  the  'nineties,  and  under  Pel- 
loutier's  guidance  grew  into  a  definite  theory  of  the  new 
Society,  that  we  must  begin  if  we  would  understand  the 
genesis  of  Syndicalism  in  France.  Recently  the  leaders 
of  the  Confederation  Generate  du  Travail  have  often  declared 
themselves  averse  from  theorising  about  the  future,  and 
Syndicalism  has  become  far  more  a  theory  of  Direct  Action 
in  the  present  than  a  vision  of  the  Producers'  Common- 
wealth of  to-morrow.  But,  in  this  early  stage,  there  was 
speculation  enough  and  to  spare  :  the  Bourses  drew  up 
plans  for  the  organisation  of  the  Co-operative  Common- 
wealth, and  Pelloutier  theorised  to  his  heart's  content. 


II 

The  vision  of  the  coming  Society  which  in -pi  red  the 
'  militants  '  of  the  Bourses  du  Travail  was  the  natural 
outcome  of  their  environment.  They  had  to  base  their 
hopes  on  the  revolutionary  enthusiasm  of  a  few  ;  the 
possibility  of  t  at  Change  '  depended  on  the  power 

of  these  few  to  draw  after  them  '  the  recalcitrant  mass/ 
The  theory  of  the  *  conscious  minority  '  naturally  ap; 
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with  men  so  circumstanced:  it  appeared 

•  en  as  tl.  ••  few  that  they  should 
assert  themselves  on  l>                     mconscious  many 

ic  organisations,  weak  and  unstable  as  these 

were,  they  saw  the  geri  new  Society.    Face  to  face 

.1  social  .  denied  them  their  most 

elemcntiir  '-pared  to  sweep  everything 

away,  and  t<>  put  m  its  plao  ;  tut  ions  they  had 

iisclves  created. 

•ry  of  National  Guilds  could  only  arise 

here  Labour  was  organised  in  strong  National 

Unions.    Syndicalism,  at  lea  <arly  forms  of 

r  are,  as  we  shall  see,  only  readjustments, 

was  based  throughout  upon  the  small,  independent  local 

Trad«  i  tourses  du  Travail 

until  muimijxil  >ubsidies  afforded  an  opportunity  for  the 

linking  up  <>i  these  Unions,  but  still  on  a  local  basis.    Trade 

•  «-ad  of  developing  a  system  of  national  craft 
Unions,  as  in  Ore.  ;>ed  a  complicated  net- 

s  Councils,  covering  all  the  big  ind 

Anarchist  Communism,  we  have  seen,  had  always  been 
id  looked  to  a  great  political  revolu- 
•  and  all  its  dependencies  would  be 

Society  of 

free  groups  or  Communes,  -ere  to  be  tl. 

production  and  social  organisation  in  the  future.     Under 
the  guidance  of  Pi  md  others  like  him,  the  Bourses 

whole  v  accepted  this  type  of  Commui. 

modifying  it  by  making  the  local  Trade  Unions  the  tuture 

>n  and  the  Bourses  the  co-ordi: 

forces  and  th--  units  of  social  organisation.    The  Society 

hey  looked  forward  was  essentially  still  Bakunm  s 

of  free  Communes,  and  the  workers  were  to  be 

ly  and  internationally,  not  on  the  basis 

il.u  industry,  but  solely  by  a  system  of  local 

.  having  the  free  and  independent  Commune  as 

ii ul.it ion  and  its  dynamic  con 

in  the  reports  of  the 
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Cresses  of  the  B<  Q  Travail   and   in    iVlloui 

«>ry  of  them,  was  obviously  not  op<  n  to  many  popular 
objections  to  modern  Syndicalism.  Ti  im  (jui>ti«»n 

of  a  great  National  t'nion  of  Minrr^  <»r  l\,nl\vayin«  n  holding 
up  or  exploiting  the  community  as  a  whole.     Ind* 
whole  question  of  the  rights  of  tin-  consumer,  <>n  which 
tin-  Collect  IVIM   criticism  of  Syndicalism  is  mainly  ba 
has  no  application  to  this  earlier  form.     Th  dti 

Travail,  which  is  to  determine  the  amount  and  charactei 
of  production,  is  the  free  local  community,  reconciling  th«- 
interests  of  the  various  sections  ;  the  nation;:  non 

Kourses  is  the  national  community,  co-ordinating  tin- 
various  local  interests.  In  IMloutier's  book,  and  in  tin- 
reports  prepared  by  the  various  Bourses,  ultimate  control 

i   production  is  claimed,  not  for  the  individual  Ti 
Union,  but  for  the  Bourse  itself,  which  is  in  effect    the 
municipality    of   the    future.      The   essential    f.-atnr. 
Syndicalism  are  present  :    the  control  of  industrial   pro- 
cesses  is   demanded   for   the   sections  of  producers,   and 
Communism  has  been  transformed  by  taking  Trade  Union- 
ism as  its  basis  ;    but  the  theory  is  still  purely  local  in 
character.     It  looks,  for  the  overthrow  of  Capitalism,  not 
to  the  economic  power  of  great  national  Industrial 
enjoying  a  monopoly  of  labour,  but  to  the  local  organ 
tion  of  a  conscious  and  militant  minority  :    and,  while  it 
sees  in  the  Bourses  the  germ  of  the  future  Society,  it  still 
contemplates  a  catastrophic  social  revolution,  less  a  ivneral 
strike  than  a  general  insurrection  similar  in  type  to  the 
revolutions  of  1789,  1848  and  1871. 

There   is   doubtless   in    this   statement   some    artificial 
Amplification  ;   but  I  believe  it  fairly  repre«riit>  the  point 
of  view  of  the  leaders  of  the  Bourses  du  Travail  in  the 
earlier  period  of  their  existence.      Out  of  this  i^erm  g 
by  gradual  stages  the  developed  theory  of  th«    leadei 
the  C.G.T. — an  evolution  which  proceeded  Hinultan« 
with  the  changes  in  industrial  conditions  and  in  Ti 
Unionism  itself. 

Tlu-   first,  and  the  most  important,  of  the>»:  changes 
was  the  gradual  growth  of  national   Trade   Unions   and 
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tries.    The  old  General 
«>f    Lab  1,    as    we    saw,   because    it 

da  general  national  grouping  of  the  workers  u 
out  national  Trade  Unions.    The 

n  federation  Generale  du  Travail  was  enabled 
ker;  •rcause.  under  th  •    Federar 

des  Bourses,  Trade   '  n  had  begun  to  develop  on 

«nal   lines.     1-uunded   in    ifc<*5.   the  C.G.T.   rcmai: 
•k  until  it-  fusion  with  the  Bourses  in  1902  ; 
own  reports  freely  confess  its  weakness  and  acknowledge 
efficiency  of  the  Bourses.     But  the  change  was 
and  tii  of  1902  ushered 

d  period  in  the  growth  of  French  Syndicalism. 

i  Bourses  an- 

C.G.T.  were  o.ntimi.iily  at  variance,  and  it  can  hardly 

minds  of  some  of  the  leaders  at 
least,  the  conflict  was  between  two  rival  methods  of  organi 

ories,  alike  <>i  the  proper  conduct  of 
class  struggl-  present  and  of  the  cc ; 

:re  Society,  were  really  contending  for  the  mast, 
was  pas-  i  Anarch  i  unism.  \ 

—  nt i.illy  local  basis,  to  a  theory  founded  on  Trade 

amalgamation  of  1902  the  Federation  of  Bourses 
red  as  still  overwhel;  -lie  predominant  part: 

1  in  prestige  it  was  far  ahead  of 
-.  hu  h  consisted  at  this  time  of  national  Trade 
«>ns,   local   Trade    Union  d   Federations,  and 

ma  tin  .1  at  once  made  a  n 

syst  arrangement  possible :    the  new  C.G.T.  was 

two  sections  a  Federation  of  Bourses 

witl 

or    industrial),  a: 
separate 

imtt.v  ole  C.G.T.  was  formed  by  joint  sessiot 

two  sett  \ecutives.     Accoi  rules  of 

organisation,  every  local  Trade  Union  on 
i    its   Bourse   du   Travail   and   its   national   Craft 
liulu 
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Tin-  adoption  of  this  double  basis  of  affiliation  shows 
that  the  leaders  of  the  working-class  movement  had 
realised  the  inadequacy  of  the  purely  !<•«  ,il  bond,  and 
seen  the  importance  of  linking  up  nation, illy   the   local 
Unions  in  each  distinct  industry.     But  they  did  nm 
all  anticipate  the  disappearance,  or  even  the  weaken 
of  the  local  bond,  which  they  still  regarded  as  the  i: 
fundamental  of  the  two.     Yet,  in  fact,  the  whole  history 
of  the  C.G.T.  since  1902  is  the  history  of  the  declin 
the  Bourses  and  the  rise  of  the  national  Federations.     This 
has  been  the  outcome  partly  of  essential  and  partly  of 
purely  accidental  causes  :    its  general  result  has  been  a 
far-reaching  modification  of  Syndicalist  practice  and  theory 
alike.     From  the   ideal   of  local   solidarity   such   as    Mi 
Larkin  seems  to  have  had  in  mind  in  forming  the  Irish 
Transport  Workers'  Union,  the  C.G.T.  passed  to  the  ideal 
of  national  solidarity  of  Labour  such  as  the  more  advanced 
Trade  Unionists  of  Great  Britain  have  set  before  ti 
selves  the  task  of  achieving. 

One  cause  of  this  transformation  was  external  and 
accidental.  The  Bourses  had  grown  to  greatness  by  m» 
of  municipal  subsidies  granted  them  in  their  capacity  as 
Labour  Exchanges.  As  they  became  centres  of  revolu- 
tionary activity,  these  subsidies  were  gradually  withdrawn, 
and  the  widening  >breach  between  the  C.G.T.  and  the 
Socialist  Party  caused  them  to  be  discontinued  even  where 
the  Socialists  had  conquered  the  municipal  councils.  Tims 
compelled  to  rely  upon  their  own  resources,  the  Bourses 
failed  to  rise  to  the  occasion.  One  great  weakness  of 
Trade  Unionism  in  France,  even  more  than  in  Great  1  Jritain, 
has  always  been  the  workers'  unwillingness  to  pay  for 
reasonably  efficient  organisation.  Compelled  either  to 
demand  higher  dues  from  their  members,  or  else  to  g 
up  their  most  valuable  activities,  the  Bourses  were  com- 
pelled in  many  cases  to  take  the  latter  course.  Many  were 
ejected  from  the  buildings  which  the  muni«  ipalities  had 
placed  at  their  disposal,  and,  as  few  were  in  a  position  to 
erect  buildings  of  their  own,  most  of  them  lost  their  character 
of  general  workmen's  clubs,  and  became  mere  Trades 
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of  delegates,  u  weaknesses  we  have 

:it  to  associ.r  Trades  Councils  in  England.     In 

th<   Bourses  lost  then  n  of  Labour 

hanges  and  lost  also  --y  became  local 

•ns  de  Syndicate,  alongside  of  which  the  old  Bourse 
often  persisted  merely  as  a  municipal  Labour  Exchange. 

Bourses  would  have  been  better  able  to  su 
the  withdrawal  of  municipal  assistance  had  not  the  natural 
•  of  the  C.G.T.  itself  also  tended  to  undern 

r  positioi  national  Federations  were  all  the  time 

steadily  gaining  m  jxwr  and  influence ;    they  were  de- 
veloping national  policies  of  their  own,  and  coming  to  b. 
centres  of  Trade  Union  action  and  organisation  nal 

movements  of  a  single  industry  were  seen  to  be  as  a  rule 
more  effective  than  local  movements  of  all  industries,  and 

old  ideal  of  the  local  general  strike  began  to  give  way 
before  the  ideal  of  a  national   strike  organised  by 
various  Federations — the  general    strike   on   a   national 

•ad  of  a  local,  basis.  Probably  the  full  importance 
of  this  change  was  not  realised  by  the  leaders  of  the  C.< 

If — in  fact,  it  may  be  doubted  if  they  quite  understood 
is  happening  ;   but  undoubtedly  the  general  effect 
has  necessitated  a  very  considerable  revision  of  Syndic. 

•ry  and  practice.    The  breakdown  of  the  local  bond 

has  been  a  grave  cause  of  weakness  which  the  growth  of 

:onal  Federations  has  failed  to  counteract :    the 

period  of  the  greatest  strength  of  the  C.G.T.  included  the 

few  years  after  1902  when  both  systems  were-  in  full  action  ; 

then,  as  the  Bourses  began  to  decline,  the  C.G.T.  became 

less  efficient,  and  the  rapid  progress  of  the  earlier  yean 

sustained  a  check.    Tins  has  been  dearly  seen  by  the 

iselves,  and  they  are  now  -ing  to  meet 

the  want  by  means  of  Unions  Dtp  trim  fntalfs  or  County 

iles  Councils,  linking  up  the  Unions  on  a  local  basis, 
but  covering  a  wider  area.  It  is  too  early  to  judge  the 

.  scheme  ;  but  dearly  some  such  method  must  be 
adopted.  The  local  bond  is  still  of  the  greatest  import- 
ance, and,  as  long  as  it  is  neglected,  the  movement  will 
make  no  progress.  The  weakness  of  our  own  Trade  Councils 
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is  largely  responsible  for  tin-  t.nlure  of  Trade  t 'monism  in 
Great  Britain  (where  tin-  n. tiion.il  I'm-  ,,n^) 

to  penetrate  sooner  into  the  unorganis. •<!  trades. 

\\'ith  the  growth  of  the  n.itional   industrial    h-deration 
i  the  decline  <>f  tin-  Bourse  du  Travail,  the  simpli- 
of  the  older  Syndicalist  theory  was  bound 
a  more  complex  doctrine.     Syndicalism  could  no  Ion 
leave  the  national  organisation  out  of  account  and  build 
solely  on  a  local  basis;    for  the  inadequacy  of  the  lo.-.il 
bond  of  union,  taken  by  itself,  had  been  clearly  manifot.  d. 
If  Syndicalism  was  to  maintain  itself  as  a  theory  tenable 
under  modern  conditions  of  production  and  working-class 
organisations,  it  had  to  find  a  place  in  its  scheme  for  tin- 
great  national   Unions.     But  as  soon  as  it  came  to  be 
proposed  to  vest  control  in  the  national  Union  or  Fed' 
tion,  the  Bourse  ceased  to  be  an  adequate  owning  and 
co-ordinating  force.     The  old  facile  reconciliation  of  pro- 
ducer and  consumer  in  the  Bourses  no  longer  met  the  n,-«-d  : 
the  new  reconciliation  must  be  national  instead  of  local. 
Syndicalists  therefore  came  to  anticipate  the  vesting  of 
ownership,  partly  at  least,  in  some  such  body  as  the  C.d  T 
itself,  the  Trade  Union  Congress  of  the  future,  the  legiti- 
mate successor  of  the  Capitalist  State,  but  organised  still 
on  the  basis  of  production. 

In  French  theory  this  transformation  is  by  no  n. 
complete,  because  the  national  organisations  in  the  various 
industries  are  nearly  all  Federations,  and  not  Unions. 
The  local  Union  has  still,  in  most  cases,  most  of  the  fund* 
and  most  of  the  power,  and  the  whole  bias  of  the  French 
mind  is  still  in  the  direction  of  preserving,  as  much  as 
possible,  local  independence,  and  local  initiative.  But, 
willing  or  unwilling,  the  Unions  are  clearly  to 

greater  centralisation  ;  and,  as  they  grow  in  numbers  and 
in  power,  the  central  control,  which  was  originally  forced 
on  them  largely  by  the  breakdown  of  the  Bourses,  will 
inevitably  become  strong- 
Syndicalists  and  their  critics  very  often  talk  at  cross- 
purposes  because  the  Syndicalist  is  dreaming  of  a  mainly 
local  form  of  organisation,  while  liis  critic  is  assuming  a 
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>.     I  know  of 
•  «-ins  fully 
to  realise,  the  importance  A  few  i 

re  consist  ion  sense, 

the  national  t' i  lie  means  and  methods  of  prod 

.tlists  have,  as 
a  rulr  il  to  fa-  alism 

this  new 

local  Trade   Union,  a  new  t 
'tie  acceptance  oi  is  the 

Iirrr^.irv   unit   <>t   m.l'Mn.il  .ntn.n  .iiui  OfgutiSfltioa        Hut 

v  arise  in  some  couir 

illy  more  developed  It  will  be 

1  with 
important  problems  of  industrial  action,  can  \>e  brought 

tundamental  dogmas,  and  to  an 

in  ea:  •  :i  the 

society  of  th< 
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ispects.     It  is  at  once  a  policy  of  Direct 

"ii  of  thf  coming  Sorirty.     < 
Syndicalism  in  France  has  cu  <  onfused  these 

two  points  oi  professing  to  repudiate  all  t 

future  and  to  be  merely  a  plan  of  campai 

has  continually  affirmed,  almost  in  the 

th,  its  faith  in  A  ne\v  .il  Commonwealth, 

based  solely  on  organisations  of  producers.    The  confusion 

-.  of  M.  Sorel.  whose  philosoj 
:.»r  all  its  denial  of  pro]1  is  but 

first  w-  •  cnir  Socialist*  (Us 

Syndicate,  a  distinct  and  definite  a:  >  found  a  new 

Society  oi.  M.  Fouget,  again,  re- 

.  and  gives  an 
of  Syndicalism  as  a  method  of  Trade  Union 
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n,  hut  also  writes,  along  with  M.  Pataud,  the  elal>«- 
prophetic   romance,  Comment   nous  ferons   la    Revolution. 
But  on  the  whole,  it  cannot  be  deputed  that   there 
been  in  France  a  considerable  reaction  against  Ion 
and  Utopian  speculati 

Tiiis  change  can  hardly  be  dissociated  from  the  a 
change  in  industrial  organisation.  It  will  be  found  that, 
where  French  Syndicalism  remains  prophetic,  it  still  cleaves 
in  the  main  to  the  old  concepts  of  local  autonomy  and 
Anarchist-Communism.  Comment  nous  ferons  la  Revolu- 
tion is,  in  most  of  its  essentials,  a  Communist  romance  ; 
it  might  almost  have  been  written,  long  before  Syndica! 
was  heard  of,  by  a  disciple  of  Kropotkin  or  even  of  Bakunin. 
French  Syndicalists,  in  fact,  have  tended  to  give  up 
tin -arising  largely  because  a  great  deal  of  their  theory  has 
already  become  obsolete.  They  have  not  thought  out  a  new 
system  of  organisation  capable  of  supplanting  Capitalism 
in  such  a  way  as  to  accept  as  its  basis  a  national  Trade 
Unionism.  They  have  not  carried  their  speculations 
beyond  the  embryonic  stage  of  local  organisation  :  they 
have  produced  no  theorist  great  enough  to  work  out  the 
conception  of  Pelloutier  in  the  light  of  more  recent  develop- 
ments. We  shall  not  be  wronging  them  if  we  maintain 
that  they  have  kept  silence  because  they  have  nothing 
new  to  say — because,  realising  the  inadequacy  of  tln-ir 
first  sketch  of  the  future,  they  have  failed  to  put  in  its 
place  a  profounder  analysis  and  a  more  complete  recon- 
struction. 

Syndicalists  in  the  country  would  do  well  to  realise 
the  full  meaning  of  this  change  in  the  attitude  of  tin -ir 
friends  in  France.  Syndicalism  in  England  has  been  too 
apt  to  exalt  the  unessential  :  a  good  many  English  Syndi- 
calists, mainly  recruits  from  the  Anarchist  ranks,  have 
gone  on  preaching  the  principle  of  federation  and  local 
autonomy  as  the  basis  upon  which  the  whole  movement 
rests.  But  Trade  Unionism  in  England  is  so  predomi- 
nantly national  in  character,  the  '  craft  '  or  '  industrial  ' 
bond  is  so  strong  and  the  local  bond  so  weak,  that  no 
theory  which  aims  at  a  federal  system  based  on  general 
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local  associations  of  producers  can  possibly  make  headway. 
The  really  vital  «•: 

of  producers'  control      it  asserts  fundamentally  that  til- 
producers  must  secure  the  control  of  their  work,  if  the  work 
be  honourable  and  the  community  real.    An 

nes  this  doctrine  is  contrary  to  the  whole 
ndicalism  ;  1  s  be  accepted,  the  question 

remains  secondary,  to  be  settled  according 
actual  conditions  under  which  modern  indust 
or  can  be,  carried  on.    The  federal  basis  of  Anarchism  is 
no  essential  part  of  Syndicalism  :   it  came  to  be  regarded 
il  because  Syndicalism  arose  in  France  at  a  time  when 
local  organ  .vas  easiest ,  and  because  there  was  already 

there  a  strong  Anarchist  movement  to  serve  as  a  basis. 

Syndicalism,  therefore,  which  is  most  commonly 
preached  by  those  who  call  themselves  Syndicalist 
v  would  but  realise  the  fact,  essentially  a  na 
produ  ii   conditions.    Moreover,  it   is  at   the 

present  time,  even  for  France,  something  of  a  back  number. 
v  emerge  revitalised  and  fruitful  if  its  advocates 
consent  to  re-examine  their  first  principles  and  to  rebuild 
in  \  :<•  -.  of  national  differences  and  modern  conditions. 
As  we  have  seen,  there  is  at  least  one  school  of  Syn- 
•i  Great  Britain  which  has  attempted  this  recon- 
<«t  schools  still  persist  in  denying  its 
necessity.    The  French  type  of  Syndicalist  often  becomes 
impat  •  his  aim  is  to  secure 

inmn-v   the  railways  for  the  railwayman, 
and  the  patients  for  the  doctors."     II 

he  has  never  upheld  the  right  of  any  sect: 
the  community  to  onm  the  means  of  production,  or  to  use 
tor  the  exploitation  of  the  consumer.    In  his  system, 
the  c<  interests  of  different  sections  of  producers 

were  to  be  reconciled  locally  in  the  Bourse  du  Tr. 
the  local  Unions  of  miners,  etc.,  had  an  important  in: 
in  the  control  of  production,  but  the  national  Unions  or 
is  were,  comparatively  speaking,  unimportant, 
type  of  Syndicalist  is  therefore  contemptuous  • 

that  he  is  merely  sul*titutmg  a  multitude  of 

C.XC.  S 
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profiteers  for  tin-  pi 

his  Critica  is  th.it   tiny  ha\v  tailed  to  realise  tin    dilfi-r.  • 
between  his  point  of  view  and  that   which  tin -\ 
noun-  in^  :    if   once  they  see  this,  they  can  easily   point 
out  to   him  that,  where  strong  national   Uni<m>   air- 
exist,   the   interests   of  the   various   sections   cannot    be 
reconciled    locally :    interests    nationally  organised    must 
be  nationally  reconciled. 

This  reconciliation  has,  indeed,  been  attempted  by 
another  school  of  '  industrialists  '  who  have  drawn  th«-ir 
main  inspiration,  not  from  France,  but  from  An  Ih< 

Industrial  Unionists  agree  with  the  Syndicalists  in  desiring 
complete  control  of  industry  by  the  producers,  but  base 
their  case  upon  national  Trade  Unionism  federated  in  a 
strong  central  organisation,  or  even  combined  in  '  One 
Big  Union.' 

This,  however,  does  not  meet  the  case.     It  was  possible 
to  suppose  that,  if  sectional  organisation  remained  chirilv 
local,  the  Bourses  would  be  able  to  hold  the  balance  am< 
the  different  bodies  of  producers  ;    but  clearly  national 
Trade  Unions  demand  a  far  stronger  co-ordinating  foi 
The  power  of  the  national  Unions  would  be  so  great,  and 
there  would  be  such  possibilities  of  exploitation  that  it  is 
no  longer  possible,  if  the  controlling  force  of  producers  is 
national,  to  dispense  altogether  with  an  authority  standing 
for  the  consumer.      The  attempt  is  sometimes  made  to 
supply  this  force  in  the  body  of  the  Trade  Union  ( < 
or,  in  France,  the  Confederation  Ginfrale  du  Travail  itsrlf; 
but  clearly  such  a  body  would  either  be  too  weak  for  the 
purpose,  or  would  reproduce  the  defects  of  the  Mat-   which 
the  Syndicalist  sets  out  to  abolish.     A  Trade  Union  Con- 
gress invested  with  supreme  power  would  be  no  h 
to  develop  tyrannical  tendencies  than  a  State 
with  supreme  power.     It  would  be  in  fact  a  quasi-S: 
elected  on  an  industrial,  instead  of  a  territorial,  b;t 
whereas  the  real  need  is  for  a  division  of  Sovereign  power. 
and  a  distinct  representation  of  the  functions  of  production 
or  '  making  '  and  consumption  or  '  use.' 

It   is  not  desirable  that   the  ultimate  Sovereign    bodv 


275 

ild  be  either  j*> 

uly  reflect,  instead  of  rccom 

and  consumers.   Syndicalists  make  the  mistake  of  imagining 

must  necessarily  res* : 

all  its  essential  features,  •  to-day,  that  it  i 

tin  capitalistic,  bureaucratic  and  oppressive.    Hut 
-    is  the   expre*  the  structur* 

Society  as  an  association  of  consumers ;    as  the  class- 
ts  natural  expression  in  the  class-State,  so 
democracy,  based  on  Trade  Unionism,  will  find  political 

D  tlir  innMimers'  Stat  ,  will  b«-  • 

sion  of  the  consumers'   poin  <-w.    Cc.i 

own  masters  in  the 
il  sphere,  the  State  will  cease  to  be  the  natural 

<•  worker,  and  will  become  the  natural  part 
producers'  organisations  in  the  ordering  of  the 
• 

u  be  regarded  as  fundamental  1\  .-.mi -political 
:n  the  sense  that  it  1 

«  only  an  instrument  m  the  hands  of  the  oppressor. 
also  m  the  I6OM  that  it  aims  at  the  entire  d« 

ry  vestige  of  communal  expression  outside  the  pro- 

themselves,  Syndicalism  is  a 
b  no  serious  account  need  be  taken 

realised   that   Syndicaliv  implies 

he  workers'  demand  to  control  their 
and  work,  it  remains  still  ng  force,  capabl 

tran  ;  Socialism  into  something  better  than  a  bur* 

:n.     Out  of  it  must  grow  a  doctrine  w): 
will  n -i  on<  ile  the  conception  of  social  solidarity  which  was 
fundamental    to   Co:  with    the   development   of 

on  a  national  basis,  and  at  the  same  t 
preserve  its  insistence  on  the  need  of  control,  by  the  actual 

iistry,  of  the  processes  of  produc 

and  In  short,  the  idea  of  National  Guilds  is, 

for  this  country,  the  essential  parallel  to  Syndicalist! 
France.    The  theory  of  National  Guilds  is  the  restatement 
of  local  Syndicalism  in  terms  of  national  Trade  Unionism 


APPENDIX  B 
LABOUR  POLICY  AFTER  THE  \Y\i< 

(The  following  is  an  article  which  I  contributed  in  January, 
1917,  to  an  Industrial  Symposium  conducted  by  The  New 
Age.     I   reprint    it    lure,   because   it   serves    to  expi 
as  briefly  as  possible,  my  general   attitude  to  after-war 
problems.] 

ALONG  what  lines  ought  the  reconstruction  of  industry 
after  the  war  to  proceed  ?     That,  I  take  it,  is  tin-  i^ist  of 
the  three  questions  which  The  New  Age  is  asking  of  it- 
contributors  ;    and  I  feel  that  I  can  best  answer  tli 
questions  by  attempting  a  general  answer  to  my  own. 
That  there  must  be  some  reconstruction  of  industry  \v< 
are  all  agreed  ;   upon  the  lines  along  which  reconstruction 
ought  to  proceed  there  is  the  greatest  divergence  of  opinion . 
Perhaps  we  can  best  approach  the  criticism  of  the  rival 
principles  of  reconstruction  by  a  survey  of  the  tenden< 
that  are  operating  during  the  war  period.     I  shall  begin, 
th.-n,  with  the  dogmatic  summary  of  these  tendencies  as 
thry  appear  to  me. 

I.  During  the  war,  LABOUR  has  received  from  the  State 
a  fuller  recognition  than  ever  before.    This  recognition 
has  taken  both  agreeable  and  disagreeable  forms.     Labour 
has  been  consulted  more  than  ever  before,  or,  at  1« 
Labour  leaders  have  been  consulted.     Labour,  or,  again, 
the  Labour  leader,  has  been  called  upon  to  assume  a  far 
greater  degree  of  communal  responsibility,  and,  at  1 
in  appearance,  of  communal  power.     On  the  other  hand, 
Labour — and  here   I  mean    the   actual    manual   worker— 
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has  been  compelled  to  submit  to  rigorous  him*  its  . 

freedom  of  action,  and  to  a  far  greater  meast. 
control  than  seemed  possible  before  the  war. 
Labour  has  both  gained  and  lost :   it  has  gained  by 
itluence  and  power;    an< 

has  lost  by  1 1  <>  exercise  that  influence  and  right 

•ower  ci:  Materially,  Labour  has  once  more 

gained  and  lost :   it  has  gained  because,  on  the  whole 
earning  power  has  increased,  and  because  it  will  be  diffi 

wages  to  fall  again  to  the  prc-wa  and  it  has 

lost  because  the  strength  of  Trade  Unionism  has  been 
seriously  impaired  by  the  concessions  that  have  been  made. 

ilxmr.  has  received  from  the  St 
.an  ever  before.    From  the  beginning 
rol  of  business  men  over  Government 
railed,  until  now  capitalist  interests  have,  to  all 
nts  and  purposes,  a  Governnv  ir  own.     Pro: 

true,  have  been  limited  both  under  the  Munitions  Act 
and  und  xcess  Profits  Tax  ;  but  in  both  cases  « 

I  have  been  touched.     Moreen 

the>  .  the  capitalist  has  received  both  the  pro- 

n  his  business  and  additional  power 
t erred  by  the  State  over  the  workers  he  employs.    Capi- 
as become  the  State's  accredited  industrial  a^ 
and  State  control  has  only  served  to  strengthen  the  capit. 
Again.  Capital  has  found  during 
war  ample  scope  for  .il  experiments  impossibl* 

s  of  peace ;  and  the  result  of  these  experiments  has 
been  to  make  Capital  both  more  efficient  and  stronger. 
Ill    The  STATE    h.  m-d  in  industrial  questions 

m  ever  before.     It  has  organised  production,  and 
directed  the  productive  energies  of  the  nation,  on  an  tin - 
.  precedented  scale,  and  it  is  apparently  abovt  to  embark 

larger  industrial  enterprises.    Throughout,  however, 

the  action  of  the  State  has  taken  such  forms  as  to  leave 

ate  capitalism  not  only  the  ownership  but  also  the 

management    of  us    Department, 

COM  _'  the  labour  >ns  of  workers  and  thou- 

.... 
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'y  f i  \v  persons.  Only  in  the  sphere  of  tin-  merchant, 
as  buyer  and  seller  mainly  of  raw  materials,  ha>  tin-  State, 
fly  through  the  War  Office  Contra,  t-  Department, 
ctly  assumed  functions  previously  bHoivjimj  to  the 
capitalist.  It  has  'controlled'  tin-  rail-ways,  but  the 
companies  still  manage  them.  It  is  '  controlling  '  the  mines, 
but  the  mine-owners  are  to  '  carry  on  as  usual.'  In  sh- 
its control  over  Capitalism  has  not  taken  the  form  <>f  expro- 
priation, and  has  not  involved  any  drastic  change  in  the 
management  of  industry.  Again,  in  relation  to  Labour. 
the  State  has  assumed  large  new  coercive  powers,  not  only 
under  the  Munitions  Act,  but  also  under  tin  Mil; 
Service  Acts  and  the  Defence  of  the  Realm  Act,  and  fun 
drastic  action  in  this  connection  seems  likely.  But  much 
this  extended  power  over  Labour  is  exercised  1>v  the 
State,  not  directly,  but  in  the  new  feudal  form  initiated 
in  the  Insurance  Act,  indirectly  through  the  employer. 

IV.  From  the  point  of  view  of  SOCIETY,  we  may 
up  the  industrial  effects  of  the  war  as  these.     Pn 
capitalism,  as  we  knew  it  before  the  war,  has  suffered  a 
shrewd  blow  from  which  it  can  hardly  recover  ;    but  it 
has   been   replaced   by  none  of  the  alternative  syst« 
which,   before   the   war,   seemed   its   only   serious   rh 
Collectivism,  or  the  direct  control  of  industry  by  the  St 
Syndicalism,   or   the   control   of  industry  by   the   Tr 
Unions  ;  and  National  Guilds,  or  joint  control  of  industry 
by  the  Guilds  and  the  State,  are  as  far  off  as  ever,  it 
farther  off  than  ever.     Instead,  we  have,  at  any  rate,  the 
beginnings  of  a  new   industrial  system,   properly  to  be 
called  State  Capitalism,  under  which   private  capitalism 
and  profiteering  continue  with   the  moral   and  physical 
support  of  the  State. 

So  far,  we  have  been  merely  diagnosing  the  ex; 
disease.     Now  we  must  turn  to  the  future.     Here,  again, 
it  is  most  convenient  to  divide  our  subject-matter  into  two 
main  parts — dangers  and  possible  remedies. 

A.  l;irst  among  the  DANGERS  for  the  period  after  the 

war  is  the  possibility  that  State  Capitalism  may  be  perma- 

t,  or  as  permanent  as  a  stage  in  the  industrial  evolution 
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of  society  can  >  the  more  ditturhing 

because  of  the  possibility  that   UN.ur  may  be  brought, 

i ay  seem,  to  acquiesce  in  the  new  system. 

: un- nt  may  be  bi.  taste  of  . 

il  sphere.    As  Mr. 

i  George  offered  I-  :  partnership  in  politics, 

the  capitalists,  and  the  capita  .-half, 

may  offer  Labour  a  junior  partn 

ship  is  accepted,  goodbye  for  awhile  to  our 

hopes  of  ending  Capitalism  and  the  wage  system.     Labour 

may  be  offered  not  only  a  for;  partnership  in 

Iso  higher  wages,  shorter  hourx  and  better 

m  ',   and  it  may  even,  if  the  capi- 

are  wise  enough,  be  offered  these  things  little 

apparent  concessio:  labour  side.     It  will  be  enough 

ins  or  another, 

Labour  can  be  drawn  and  con- 

verted into  an  uphold*-:  has  hitherto  more 

or  less  consciously  menaced.    An  in-  ;  nice,  probably 

guarantee  .<•  State;    new  and  subtle  schemes  of 

profit  which  offer  to  share  pro!  Trade 

dual ;   bogus  schemes  of 
shop  •  i  lay  upon  the  Unions  the  respon^ 

fan  in  order — these  are  the  most 
dangerous,  because  the  most  specious,  proposals 

ome  from  the  capital!  t  >uie  as  parts  of  a  general 

ic  of  reconstructs  ling,  also,  higher  wages  and 

Will  I-abou:  lias  never  been 

;  possession  of  a  constructive  ideal  of  its  own, 

.uul   the  moral  force  to  resist  these 

?     We    cani  r    our    experience    of 

i  ring  the  war,  venture  to  give  an  01 

iiese  are  the  offers  Capitalism  will  mak  is  the 

:  the  serpent.    Only  the  folly  of  Cap:' 
a  new-i"un<l  wisdom  in  f  ks  of  Labour,  it  seems,  can 

save  us  n.-m  the  r«  pn  ••  Capitalism  after  the  war. 

B.  Y  not  be  pes>  •  we  can  see  that 

KS  to  hand,  if  Labour  can  only  be  per- 
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suaded  to  adopt  them.     State  Capitalism  steals  th.  tlnmdei 
:sts  and   National   (iuildsmm   alik,  .     It    does 
not  give  nati« .nalisation  or  State  ownership  and  adm: 
tration  of  industry  ;    but  it  gives  a  f<>nn  of  State  contn  1 
which  the  foolish  will  mistake  for  nationalisation.     It  does 
not  give  Trade  Union  or  Guild  control  of  industry  ; 
it  does  offer  a  sort  of  control  to  the  workman  in  ti 
shop.     National    Guildsmen,    therefore,    mu-t     formulate 

T  alternative  with  a  view  to   l»«»th   these  prol>l< 
they  must  define  their  attitude  to  the  immediate  pn.H 
of  State  control  and  nationalisation,  and  they  must  define 
their  attitude  to  proposals  for  workshop  control. 

(1)  To  me  it  seems  that  the  whole  problem  of  nationali- 
sation has  radically  altered  as  a  result  of  the  war.     Some 
Guildsmen  have  always  been  opposed  to  nationalisation. 
I  have  never  taken  that  view  ;    and  perhaps  I  can  best 
define  my  past  attitude  as  one  of  half-benevolent  neutrality. 
To-day,  my  position  is  different.     We  are  faced  with 
immediate  alternatives  in  industry — the  continuance  of 
private  ownership  backed  by  State  protection  und«-r 
guise  of  control  or  nationalisation.     Of  the  two  I  vastly 
prefer  nationalisation.     Under  either  system,  the  power  of 
the  State  is  arrayed  on  the  side  of  the  wage  system  ;   but 
the  chance  of  developing  the  Guild  idea  and  the  Guild 
demand  among  the  workers  seems  to  me  very  much  greater 
under  national  ownership  than   under  State  Capitalism. 
By  it  we  at  least  secure  that  great  step  towards  our  ideal — 
unified  management  ;  and,  if  we  do  not  abolish  profiteering, 
we  do  at  least  crystallise  it  into  the  form  of  a  fixed  rate 
of  interest.    At  some  stage,  we  agree,  the  State  must  assume 
ownership  of  industrial  capitalism  ;   and  it  appears  to  me 
far  better  that  it  should  assume  ownership  now  than  t 

it  should  stand  openly  as  the  protector  and  as 
private  capitalism.  In  connection  with  all  proposals  for 
nationalisation,  the  Guild  demand  for  joint  control  with 
the  State  must  be  pressed,  and  pressed  hard  ;  but,  even 
without  that,  Collectivism  is  to  be  preferred  to  State 
Capitalism. 

(2)  I  now  come  to   th<    question  of  workshop  control, 
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• 

h  workshop  control  is  only  a  part,  and  by  no  meant 
greatest  part.     The  < . 

by  the  Guilds  and  the  S»  to  deftn 

U  acting  in 
.ontrol 

by  employers    and    employed,  and   such    joint   con; 
;»erly  so  called,  cannot  even  be,  to  in  a  stage 

iic  Guilds.    Joint  com  tie  sense 

of  !  •  o-operation,  cannot  subsist  between 

parties  when  on-  ig  to  displace  the  other  altogether, 

and  our  ideal  is  nothing  less  than  the  comp! 
of  Capitalism.    The  develop i.  Trade  Unionism 

wards  the  Guilds  UP.  »re  take  the  form,  not  of  the 

acceptance  < >  -^onsibility  for  the  condu- 

Unions,  but  of  increasing  interference  by  ti 

:idustry.    Where  a  whole  province  of 
industrial  management  can  be  taken  bodily  out  of 

•Is  of  the  employers  and  transferred  to  the  workers, 
well  and  good  ;  that  is  a  stage  in  the  evolution  of  N 

e  can  take 
Trade  Unions  u 
extent,  irresponsible,  if  they 

arc  their  independence  a  •  freedom  to 

go  further. 

Let  us  seek  now  to  apply  these  principles  to  the  qu 
of  workshop   control.      If  workshop  control   means   the 
assumption  l>\   th-    Trade  Union  of  the  reap*-  for 

l>lme  and  ordering  of  .shop,  well  and  good, 

.  id.-d  tin-  tr. HIM.  n  nee  of  power  is  complete;    hu: 

.op  discipline  by 

employers  and  employed,  ill  and  bad  for  the  independence 
of  Trade  Unionism  and  the  freedom  01  dividual 

worker.    Actual  suggestions  for  workshop  control  s<  • 
: .  to  point  less  to  either  of  these  things  than  to 
tut  ion  .  -hop  Committees  for  the  adj 

of  workshop  conditions  and  grievances.  s  to  be 

•  isman's  attitude  to  such  proposals  ?     It  all  depends. 
1  '•*?  acceptable,  the  Work?  Committee  most  be 
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not  a  Joint  Committee  but  two  Committees  meeting  for 
joint  consultation.  The  workers'  side  of  the  Committee 
must  preserve  its  separate  character,  and  must  be  linked 
up  with  the  organised  machinery  of  the  Trade  Union  move- 
ment. The  Works  Committee  must  be  not  so  much  a 
legislative  body  passing  laws  for  the  works  as  a  m 
of  the  management  and  the  Trade  I 

conditions  and  relations  in  the  workshop.     In  fact,  the 
Trade  Unionists,  in  their  policy  on  Works  Comm 
must  follow  the  path,  not  of  joint  responsibility  for  ind 
but  of  collective  interference  in  industry. 

The  attitude  must  be  the  same  in  relation  to  proposals 
for  joint  action  between  employers  and  employed  over 
areas  wider  than  the  single  works.  Proposals  are  current. 
for  Industrial  Parliaments  and  for  Joint  Committees,  both 
national  and  local.  In  all  cases,  the  Trade  Unions  must 
beware  of  entering  into  partnership  with  the  employ 
the  conduct  of  industry,  and,  above  all,  from  acquiring 
an  interest  in  the  maintenance  of  capitalist  industry.  They 
must  keep  their  independence  unspotted  from  ]>n»tit erring 
and  the  profiteers,  if  they  are  not  to  find  that,  in  seeming 
to  gain  a  first  instalment  of  control  over  industry,  they 
have  lost  their  own  souls  and  the  power  to  rise  to  higher 
forms  of  control.  The  maintenance  of  the  strength  and 
independence  of  Trade  Unionism  must  be  in  all  things  the 
first  consideration  ;  and  no  immediate  step  that  seems  a 
gain,  however  great,  must  be  taken  if  it  involves,  even  in 
the  smallest  degree,  a  sacrifice  of  Trade  Union  ind< 
ence  or  strength. 

These  are  the  main  general  considerations  which  are 
present  to  my  mind  in  relation  to  Labour  policy  after  the 
war.     If  they  seem  too  largely  negative,  I  must  answer 
that  we  cannot  hope  for  great  positive  advances  while  tin- 
standard  of  organisation,  leadership,  and  intelligence  in 
the  Trade  Union  movement  remain  what  they  are  t< 
We  can  only  seek,  and   hope  for,  such   changes  a 
re-organise  Trade  Unionism  internally  and  equip  it  intel- 
lectually for  the  task  of  winning  control.     Viewed  in  the 
light  of  this  immediate  aim,  does  the  policy  put  forward 
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seem  so  n  .    -     Workshop  com 

nee  than  of  respoiisil.il  it 
the  most  valuable  training  the  workers  can 
Teater  t.t 

uore  continuous  th-  :i  mt«-r\« -ntmn  becomes,  the 
U-  learning  how  to  control.    Actual  con- 
will  win  nniv  when  they  are  fitted  to  exercise 
1  ;  and  thc-y  can' have  no  better  weapon  in  the  con- 

a  ntm^  ,  ,ry . 

re  are,  of  coura  isand  and  one  subsidiary 

problems  which  contmnt  I..il'«,ur  in  u.nniil.it in.i:  its  after- 
the-war  policy.     I  have  cc>i  problem  tli.it 

seems  iundamental.    The  real  issue  for  Son 

whet)  is  to  cent  along  the 

lines  of  autocratic  control  from  above,  or 
autocracy  is  to  be  displaced  l>  iustrial  democracy 

of  National  Guilds.     An  i;  for  Guildsmen 

will  be  also  an  immediate  policy  foi 
there  is  no  other  democrat: 

can  arm  itself 
i  a  const  i  | xilicy . 
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Dr.  A.   Shadwcll  in  the  "Sunday  Times"  says: 

Beer's  book  forms  an  iwlis|>«-nsal>li-  introduction  t< 
social  problems  that  confront  us  to-day.  .   .  .   It  is  a  history  a: 
thought  in  this  country  leading  up  to  the  present  movement. 
is  a  vrry  elastic  word  with  many  meanings.  .  .  .  Mr.  Beer  has  tin 
white  light  of  dispassionate,  thorough  and  highly  competent  research  u 
roost  creative  phase  in  its  history." 

"The  Manchester  Guardian"  says: 

mguished  by  profound  scholarship  and  a  remarkable  fairn- 
sanity  of  outlook.  .  .  .'' 

"The  Nation"  says: 

Beer's  lxx>k  could  not  have  been  written  except  by  a 
mensely  wide  reading  and  learning.      And  Mr.  Beer  i  4  t*-mg 

owledge  at  the  disposal  of  his  reader.     As  a  stu<;> 
l»irth  of  Socialism,  his  first  volume  is  invaluable." 

"The   Daily  Herald"   says: 

Mr.  fleer,  in  this  volume,  is  mapping  out  an  almost  uncharted  field.     H«- 
has  done  this  work,  and  done  it  well.    There  can  be  no  higher  pr< 
that.     Page  after  page  of  important  material,  closely  packed,  and  for  t 
part  entirely  new,  a  connected  and  agreeably  wi  ive,  make  upa  book 

of  the  very  highest  importance  to  Bntisb  Socialism." 
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